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January  31,  1957 


Nathan  Phillips  Esquire,  Q.C.,  Mayor, 
and  Members  of  the  City  Council. 

City  of  Toronto, 

City  Hall, 

Toronto,  Ontario. 

Dear  Sirs: 

We  have  completed  our  survey  of  the  administrative  organization 
and  procedures  of  each  of  the  Departments  and  Divisions  of  the  Civic 
Service  that  comes  under  the  jurisdiction  of  the  Council  of  the  City 
of  Toronto.  The  survey  was  carried  out  in  accordance  with  our  terms 
of  reference  which  are  set  out  in  Exhibit  I  attached  to  this  report. 

In  conducting  the  survey  we  received  the  complete  co-operation  of 
the  Departments  Heads  and  of  their  staffs.  The  Department  Heads 
showed  an  active  interest  in  our  work  and  were  helpful  in  making 
suggestions  and  in  reviewing  our  proposals. 

Throughout  the  report  we  have  set  out  a  great  many  recommenda¬ 
tions.  Some  of  these  affect  several  or  all  departments  while  the 
larger  number  apply  to  specific  situations  within  an  individual  depart¬ 
ment.  The  fact  that  there  are  a  number  of  areas  in  which  improve¬ 
ments  can  be  made  should  not  be  taken  as  a  criticism  of  the  level 
of  service  being  rendered  by  the  departments.  In  general  we  were 
impressed  with  the  high  level  of  service  being  provided  to  the  public. 

We  report  on  the  results  of  our  survey  under  the  following  main 
headings: 

Important  Problems. 

Principal  Recommendations  Affecting  All  Departments. 

Summary  of  Principal  Recommendations  Affecting  Specific  Depart¬ 
ments. 

Proposed  Plan  of  Implementing  Recommendations. 


2 


SURVEY  OF  CIVIC  ADMINISTRATION 


In  the  sections  following  the  main  body  of  the  report  we  have  set 
out  our  detailed  comments  and  recommendations  covering  each  Depart¬ 
ment. 


IMPORTANT  PROBLEMS. 

A  great  variety  of  services  must  be  supplied  by  the  City  of  Toronto 
in  carrying  out  its  responsibilities  to  the  public.  Many  of  these 
services  are  quite  dissimilar  in  their  nature  and  even  under  the  very 
best  conditions  their  effective  co-ordination  and  control  would  provide 
complex  problems. 

In  addition  to  these  problems  that  are  inherent  in  the  administra¬ 
tion  of  any  large  city,  both  the  elected  representatives  and  the  depart¬ 
ment  heads  of  the  City  of  Toronto  are  contending  with  a  number  of 
other  problems.  These  are  either  unique  to  the  City  or  result  from 
certain  weaknesses  in  the  organization  structure  of  the  administration, 
in  the  procedures  being  followed,  or  in  the  operating  policies  in  effect. 

The  more  important  of  these  problems  which  have  an  overall  effect 
on  the  activities  of  the  Departments  are  as  follows: 

1.  In  several  instances  responsibility  for  related  and  similar 
activities  is  divided  between  departments.  Over  the  years  a 
number  of  activities  have  been  changed,  new  activities  have 
been  added  and  in  some  cases  activities  have  been  assumed  by 
other  governing  bodies.  With  these  changes  certain  related 
or  similar  activities  have  become  divided  between  departments 
and  the  responsibility  for  carrying  them  out  is  not  centralized 
in  any  one  person.  In  such  cases  an  unnecessary  amount  of 
time  and  effort  must  be  expended  by  the  Board  of  Control  and 
the  Department  Heads  in  co-ordinating  and  controlling  a  com¬ 
plete  activity.  In  addition,  Department  Heads  are  not  in  a 
position  to  take  prompt  and  direct  action  and  the  public  may 
have  difficulty  in  obtaining  information  or  assistance  from  any 
one  official. 

2.  The  number  of  Departments  and  Divisions  that  report  to  the 
Board  of  Control  is  excessive.  A  total  of  nineteen  Depart¬ 
ments  and  Divisions  report  to  the  Board  of  Control  either 
directly  or  through  Committees  of  Council.  This  means  that 
the  Board  of  Control  must  spend  so  much  time  in  co-ordinating 
the  normal  operating  activities  of  these  units  that  con¬ 
sideration  of  other  important  problems  must  suffer.  More¬ 
over  insufficient  time  is  available  to  provide  the  desirable 
amount  of  direction  to  the  individual  Departments  and  Divisions. 

3.  An  excessive  volume  of  detail  requires  the  attention  and  ap¬ 
proval  of  the  Department  Heads  and  of  the  Board  of  Control. 
In  theory  the  processing  and  approving  of  detailed  documents 
such  as  payrolls,  purchase  vouchers  and  personnel  forms  by 
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the  Department  Heads  and  the  Board  of  Control  is  supposed 
to  provide  a  knowledge  and  control  over  the  activities  of  the 
Departments.  In  practice  the  volume  of  such  documents  has 
reached  the  point  that  a  most  onerous  and  time  consuming  task 
is  involved  and  the  information  and  control  that  results  is  of 
little  or  no  value. 

4.  There  is  no  organized  system  of  regular  reports  to  the  Board 
of  Control  and  Department  Heads  to  cover  the  progress  of 
projects  that  have  been  approved  by  the  Board  of  Control  and 
City  Council. 

Under  present  arrangements  information  on  projects  can 
always  be  obtained  on  request.  This  means,  however,  that 
much  is  left  to  the  memory  of  busy  officials  and  numerous 
crises  occur  that  could  have  been  forestalled. 

5.  There  is  a  shortage  of  well  trained  supervisory  personnel 
throughout  the  departments.  The  several  factors  contributing 
to  this  are  discussed  later.  As  long  as  this  shortage  exists, 
Department  Heads  will  continue  to  be  overloaded  with  detail 
and  the  proper  planning  and  control  of  civic  activities  will 
suffer.  Furthermore,  there  is  every  indication  that  the  situa¬ 
tion  is  becoming  rapidly  more  serious. 

6.  Many  procedures  throughout  the  departments  are  either  un¬ 
duly  complicated  or  are  not  designed  to  take  advantage  of 
modern  methods.  There  is  no  unit  within  the  administration 
with  the  responsibility  of  reviewing  procedures  affecting  more 
than  one  department  or  advising  individual  departments  on 
methods  and  systems.  As  a  result,  while  some  departments 
have  been  able  to  keep  their  internal  procedures  up  to  date, 
there  remain  a  large  number  of  procedures  that  can  be  simpli¬ 
fied  and  improved.  More  important,  most  systems  in  effect  for 
planning,  scheduling  and  controlling  departmental  activities 
are  inadequate. 

7.  Relationships  between  the  City  and  The  Municipality  of  Metro¬ 
politan  Toronto  are  providing  new  problems.  Important 
changes  have  taken  place  in  the  administration  of  the  City  as 
a  result  of  the  creation  of  The  Municipality  of  Metropolitan 
Toronto  and  further  changes  can  be  expected  as  the  final  form 
of  the  Metropolitan  administration  evolves.  It  might  be  ex¬ 
pected  that  as  responsibility  for  a  particular  activity  was  moved 
from  the  City  administration  to  the  Metropolitan  administra¬ 
tion,  a  proportionate  reduction  could  be  expected  in  the  ac¬ 
tivities  and  staffs  of  the  City  departments  concerned.  This 
has  not  been  the  experience.  In  certain  instances  the  Metro¬ 
politan  administration  has  depended  on  the  service  departments 
of  the  City  to  provide  it  with  services.  This  has  been  the 
case  in  purchasing,  stores,  and  real  estate  activities.  In 
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other  instances,  the  City  departments  have  carried  out  specific 
projects  for  Metropolitan  departments  on  quite  an  extensive 
scale.  The  City  departments  most  concerned  in  this  work  have 
been  the  Works,  Streets,  Parks,  and  Property  Departments  and 
the  Traffic  Division.  In  other  departments,  such  as  the 
Finance  Department,  the  division  of  responsibility  has  been 
such  that  the  work  of  the  City  and  Metropolitan  departments 
has  become  interdependent. 

The  arrangements  that  have  been  made  between  the  City 
and  the  Metropolitan  administrations,  for  the  most  part,  have 
been  well  designed  to  avoid  duplication  of  work.  At  the  same 
time,  some  additional  work  has  resulted  from  the  need  to 
co-ordinate  the  activities  under  separate  administrations, 
particularly  those  activities  that  are  handled  in  part  by  one 
administration,  and  in  part  by  another.  Furthermore,  im¬ 
portant  problems  have  arisen  in  trying  to  plan  the  organiza¬ 
tion,  staffing  and  operating  requirements  of  the  departments 
that  are  providing  services  to  the  Metropolitan  administration, 
it  being  uncertain  in  what  form  these  arrangements  will  be 
continued  in  the  future. 

In  the  recommendations  that  are  presented  throughout  the  report 
we  have  given  special  attention  to  the  solution  or  easing  of  these  basic 
problems. 

PRINCIPAL  RECOMMENDATIONS  AFFECTING  ALL  DEPARTMENTS. 

In  the  following  paragraphs  we  summarize  the  principal  recom¬ 
mendations  that  affect  all  departments,  and  then  discuss  them  in  more 
detail.  These  recommendations  are  classified  as  they  apply  to  organiza¬ 
tion,  personnel  or  procedural  matters.  However,  they  must  be  con¬ 
sidered  together  because  these  three  elements  of  any  administrative 
organization  are  so  interwoven  that  any  change  in  one  must  be  followed 
through  the  other  two. 

Recommendations  on  Organization. 

1.  A  plan  of  organization  is  proposed  that  would  reduce  the 
number  of  separate  departments  and  divisions  of  the  City  from  nine¬ 
teen  to  eleven.  This  reduction  would  be  obtained  by  re-arranging  and 
combining  a  number  of  the  activities  of  the  departments  and  divisions. 

The  proposed  plan  of  organization  is  set  out  in  chart  form  on 
pages  13  and  14.  The  service  and  staff  departments  are  shown  on  the 
upper  line,  and  the  “operating”  departments  on  the  lower  line. 

It  is  recognized  that  this  still  leaves  too  many  departments  reporting 
to  the  Board  of  Control  for  the  most  effective  coordination  of  the  ac¬ 
tivities  of  the  City.  On  the  other  hand,  we  do  not  believe  that  the 
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further  consolidation  of  departments  would  provide  a  practicable  solu¬ 
tion.  The  solution  proposed  for  this  problem  is  contained  in  the 
recommendation  that  follows. 

2.  We  recommend  that  a  Manager  of  Operations  be  appointed 
who  would  co-ordinate  the  day  to  day  activities  of  all  of  the  “operating” 
departments  of  the  City. 

We  believe  that  this  recommendation  is  of  particular  importance. 
At  the  same  time  its  practicability  is  dependent  on  the  Board  of  Control 
and  City  Council  being  prepared  to  provide  the  Manager  of  Operations 
with  the  necessary  authority  to  operate  effectively.  It  is  also  con¬ 
tingent  on  locating  an  individual  having  the  proper  qualifications  for 
this  senior  position. 

A  study  would  be  required  to  determine  if  any  important  problems 
would  arise  in  defining  the  respective  responsibilities  of  the  Manager 
of  Operations,  the  Board  of  Control  and  the  Standing  Committees  of 
Council.  If  the  proposal  for  the  appointment  of  a  Manager  of  Opera¬ 
tions  is  approved  in  principle,  we  suggest  that  such  a  study  be  initiated 
as  soon  as  possible. 

3.  The  formation  of  a  Development  Department  is  recommended. 
The  purpose  of  creating  this  department  would  be  to  provide  for  the 
orderly  control  of  the  use  of  land  and  buildings  within  the  boundaries 
of  the  City. 

In  the  department  would  be  centralized;  all  the  responsibilities  for 
enforcing  the  zoning  and  building  by-laws  that  are  carried  out  now 
in  several  departments;  the  detailed  responsibility  for  co-ordinating  all 
activities  relating  to  redevelopment  projects,  that  is  now  being  carried 
out  by  Board  of  Control;  and  responsibility  for  carrying  out  programs 
relative  to  the  maintenance  and  improvement  of  private  property 
values  in  certain  designated  areas  of  the  City. 

4.  A  rearrangement  and  extension  of  the  activities  of  the  Public 
Works  Department  is  proposed  to  provide  improved  control  and  effect 
economies  in  the  utilization  of  manpower  and  equipment.  It  is  recom¬ 
mended  that  all  activities  concerning  the  design,  construction,  opera¬ 
tion  and  maintenance  of  public  works  be  centralized  in  one  department. 
The  activities  of  the  Streets  Department  and  the  Surveying  and  Traffic 
Divisions  would  be  transferred  to  the  Public  Works  Department.  In 
addition,  responsibility  for  the  control  and  maintenance  of  all  City- 
owned  automobiles,  trucks  and  construction  equipment  would  be  added, 
and  the  present  activities  of  the  Works  Department  would  be  re¬ 
arranged. 

5.  The  establishment  of  a  Parks  and  Property  Department  is 
recommended  in  which  responsibility  for  all  City-owned  land  and 
buildings  would  be  centralized. 
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The  new  department  would  combine  the  ground  and  building  main¬ 
tenance  and  recreation  responsibilities  of  the  Parks  Department;  build¬ 
ing  maintenance,  rental  and  operation  responsibilities  of  the  Property 
Department;  building  design,  alteration  and  construction  responsibilities 
of  the  Buildings  Department;  vacant  land  responsibilities  of  the  Real 
Estate  Division;  and  building  maintenance  and  operation  responsibili¬ 
ties  of  all  other  departments.  In  addition,  the  rental  and  plant  opera¬ 
tion  responsibilities  of  the  Abattoir  would  come  under  the  new  depart¬ 
ment. 

6.  The  establishment  of  a  Finance  Department  is  proposed  in 
which  the  City  Treasurer’s  Department,  the  Purchasing  and  Stores 
Division  and  the  Real  Estate  Division  would  be  brought  together. 

A  number  of  changes  are  proposed  in  the  organization  of  the 
City  Treasurer’s  Department  to  provide  for  the  introduction  of  modern 
mechanical  equipment  for  processing  the  City’s  accounting  records  on 
a  centralized  basis. 

7.  The  development  of  more  uniform  district  organizations  is  recom¬ 
mended  in  order  to  co-ordinate  field  activities  more  closely  both  within 
and  between  departments.  The  establishment  of  district  organizations 
having  all  the  activities  of  an  individual  department  or  division  in  a 
district  under  the  control  of  a  senior  official  would  make  it  possible  to 
delegate  more  authority  and  responsibility  and  improve  the  control 
over  the  field  activities  through  better  supervision. 

8.  Certain  changes  are  recommended  in  the  internal  organization 
of  all  departments.  These  changes  are  designed  to  facilitate  the  delega¬ 
tion  of  authority  and  responsibility  while  improving  the  control  of 
operations.  Under  this  plan  the  Department  Heads  would  be  relieved 
of  a  portion  of  the  heavy  load  of  detail  administration  they  now  carry. 
The  proposals  include  provision  for  adequate  intermediate  and  senior 
supervisory  positions;  provision  for  an  organized  scheduling  and 
reporting  system;  provision  of  personal  assistants  to  the  depart¬ 
ment  heads  where  necessary  and  the  development  of  clear  definitions 
of  the  duties  and  responsibilities  of  the  senior  staff. 

9.  Two  of  the  Standing  Committees  of  Council  would  be  re-named 
and  the  terms  of  reference  altered  to  conform  with  the  revised  organiza¬ 
tion.  The  Committee  on  Property  would  become  the  Committee  on 
Development  and  the  Committee  on  Parks  and  Exhibitions  would  be¬ 
come  the  Committee  on  Parks  and  Property. 

Recommendations  on  Personnel  Matters. 

1.  Improvements  are  recommended  in  personnel  policies  and  pro¬ 
cedures  that  are  designed  to  place  the  City  in  a  more  favourable  com¬ 
petitive  position  in  attracting  and  retaining  staff. 
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The  City  is  in  competition  with  the  business  community  for  staff 
but  the  attractiveness  of  employment  in  the  civic  service  suffers  by 
comparison  with  that  of  the  business  community.  Changes  that  are 
proposed  in  the  job  evaluation  and  wage  classification  plans  and 
provision  for  the  institution  of  training  programs  are  designed  to  im¬ 
prove  this  situation. 

2.  There  is  a  shortage  of  capable  and  well  trained  senior  staff 
throughout  the  departments.  We  recommend  that  a  manpower  survey 
be  conducted  immediately  by  the  Department  Heads  to  assess  properly 
all  staff  in  executive  and  supervisory  positions.  From  the  information 
obtained  in  this  manner  it  is  proposed  that  the  training  and  develop¬ 
ment  of  a  selected  group  of  the  more  promising  staff  be  undertaken. 
Under  this  plan  dependence  on  recruiting  experienced  personnel  from 
outside  would  be  reduced  to  a  minimum. 

3.  It  appears  most  likely  that  some  outside  recruitment  will  be 
necessary  over  the  next  few  years.  If  this  is  to  be  successful,  it  will 
be  necessary  to  prepare  and  carry  out  a  program  designed  to  seek  out 
and  attract  prospective  staff  of  the  type  that  will  be  needed.  Some 
suggestions  for  developing  this  program  are  proposed. 

4.  We  recommend  that  a  Director  of  Labour  Relations  be  appointed 
to  the  City  staff  to  carry  out  negotiations  with  the  employee  unions  and 
to  maintain  satisfactory  relations  with  the  unions  throughout  the  year. 

Recommendations  on  Procedures. 

1.  We  recommend  that  all  of  the  accounts  of  the  City  be  centralized 
in  the  Accounting  Division  of  the  Finance  Department.  Procedures  are 
set  out  that  will  facilitate  this  change  and  take  advantage  of  modern 
mechanical  processing  methods. 

2.  There  are  certain  areas  in  which  we  recommend  that  specific 
cost  studies  be  carried  out.  The  cost  studies  should  result  in  consider¬ 
able  savings  by  providing  more  accurate  and  useful  information  on 
which  operating  decisions  can  be  based. 

3.  Improved  procedures  are  required  in  a  number  of  cases  for 
planning,  scheduling  and  controlling  departmental  activities.  The  in¬ 
troduction  of  such  procedures  would  result  in  the  provision  of  up-to- 
date  information  to  senior  officials  on  the  status  of  work  progress. 

4.  Procedures  are  recommended  for  the  preparation  of  a  long  term 
capital  program  and  annual  capital  budgets  which  would  assist  in 
planning  the  future  financial  requirements  of  the  City  and  ensure  the 
greatest  return  for  capital  funds  expended. 

5.  Revisions  are  suggested  in  the  form  in  which  the  operating 
budget  is  prepared,  in  the  time  of  its  preparation  and  in  the  procedures 
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followed  for  its  approval.  These  revisions  should  not  only  facilitate 
preparation  of  the  budget  estimates  but  improve  control  over  expendi¬ 
tures  throughout  the  year. 

6.  The  centralization  of  accounts  and  revision  in  budget  procedures 
would  make  it  possible  to  prepare  improved  monthly  control  reports 
that  would  compare  actual  expenditures  with  the  budget.  These  reports 
would  be  made  available  to  the  elected  representatives  and  senior 
officials  and  would  facilitate  the  control  of  the  activities  of  the  City. 

Our  estimate  of  savings  which  would  result  from  specific  recom¬ 
mendations  in  individual  departments,  less  the  cost  of  providing  for 
specific  additional  services,  exceeds  $600,000  per  annum.  It  is  im¬ 
possible  to  evaluate  with  any  accuracy  the  much  greater  savings  that 
should  accrue  as  a  result  of  many  of  the  overall  recommendations. 
The  reduction  in  staff  that  will  be  necessary  in  order  to  realize  these 
savings  would  be  accomplished  through  normal  staff  turnover  and 
retirements.  In  this  way  there  would  be  no  layoffs  of  City  staff 
resulting  from  these  recommendations. 

These  overall  recommendations  are  discussed  in  greater  detail  in 
the  following  paragraphs. 


ORGANIZATION. 

A  chart  of  the  present  departmental  organization  of  the  City  of 
Toronto  is  set  out  on  the  opposite  page.  With  one  exception  this  chart 
takes  into  account  only  those  departments  or  divisions  that  report 
directly  or  through  Committees  of  Council  to  the  Board  of  Control. 
The  one  exception  is  the  Health  Department  which  reports  to  the 
Local  Board  of  Health,  but  which  we  were  instructed  to  include  in 
our  survey.  The  Committees  of  Council,  Local  Board  of  Health  and 
all  other  Boards  and  Commissions  forming  part  of  the  overall  civic 
administration  have  been  omitted  from  the  chart  for  purposes  of 
clarity. 

An  examination  of  the  activities  carried  out  by  these  departments 
and  divisions  revealed  areas  where  responsibility  is  divided  or  where 
more  than  one  department  or  division  is  responsible  for  the  same 
activity.  It  should  be  emphasized  that  in  most  cases  no  actual  conflict 
of  interest  was  found  to  exist  between  the  departments  or  divisions. 
However,  this  is  only  because  an  excessive  amount  of  time  and  effort 
is  devoted  by  the  Department  Heads  and  their  staffs  to  coordinating 
these  divided  responsibilities.  It  was  apparent  that  considerable  savings 
in  time  and  effort  could  be  effected  if  the  necessity  for  this  excessive 
coordination  were  reduced.  In  addition  control  over  the  operations 
concerned  would  be  facilitated. 

Examples  of  the  areas  in  which  dual  responsibility  were  found  to 
exist  are  as  follows: 
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1.  In  both  the  Buildings  Department  and  the  Property  Depart¬ 
ment  are  found  responsibilities  for  a  phase  of  by-law  enforce¬ 
ment  dealing  with  the  use  of  property.  While  this  enforce¬ 
ment  is  exercised  largely  through  the  zoning  by-law,  several 
other  by-laws  are  involved.  The  Surveying  Division  and  the 
Legal  Department  also  are  concerned  in  the  interpretation  of 
the  zoning  by-law  to  the  public  but  to  a  lesser  extent. 

2.  The  heads  of  the  Works  Department,  Traffic  Division  and 
Surveying  Division  are  involved  independently  in  recommending 
street  alterations  and  improvements. 

3.  The  activities  of  the  Property  Department  include  responsibility 
for  only  a  portion  of  the  buildings  and  property  owned  by  the 
City. 

4.  Every  department  or  division  is  responsible  for  the  detailed 
accounting  requirements  of  its  own  operations. 

5.  Garage  and  shop  facilities  are  maintained  by  a  number  of 
departments. 

6.  In  the  Property  Department  and  Buildings  Department  separate 
staffs  of  building  tradesmen  are  employed  who  are  capable  of 
constructing,  maintaining,  altering  and  repairing  buildings. 

Two  activities  that  are  now  of  some  size  and  importance  and  are 
almost  certain  to  become  more  important,  are  not  only  coordinated  but 
are  processed  in  detail  by  the  Board  of  Control.  These  activities  are 
the  preparation  of  a  capital  program  and  budget,  and  the  carrying  out 
of  redevelopment  projects.  While  there  is  no  question  that  ultimate 
responsibility  for  decisions  and  control  over  these  activities  should  rest 
with  the  Board  of  Control  and  City  Council,  it  is  not  logical  that  the 
responsibility  for  the  preparation  and  evaluation  of  detailed  informa¬ 
tion,  and  the  co-ordination  of  specific  projects  should  be  carried  out 
by  the  elected  representatives. 

In  reviewing  the  activities  as  they  are  being  carried  out  the 
following  considerations  have  been  kept  in  mind: 

1.  The  objectives  of  each  operation  being  performed. 

2.  The  decline  in  importance  of  some  activities  and  the  growth 
in  importance  of  others. 

3.  The  effect  of  the  operations  of  the  Metropolitan  organization 
on  the  activities  of  the  City. 

4.  The  need  for  each  department  to  have  sole  responsibility  for 
its  respective  operations. 

5.  The  desirability  of  developing  a  reasonable  balance  in  the  size 
and  importance  of  each  department. 

From  this  analysis  we  have  developed  the  departmental  plan  of 
organization  that  we  recommend  as  most  appropriate  for  the  City  of 
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Toronto.  This  plan  is  set  out  in  chart  form  on  the  opposite  page  and, 
as  may  be  seen  from  the  chart,  it  provides  for  a  reduction  in  the 
number  of  departments  from  nineteen  to  eleven.  Five  service  or  staff 
departments  are  shown  on  the  top  line  and  six  “operating”  departments 
are  shown  on  the  bottom  line. 

The  main  features  of  this  proposed  plan  of  organization  are  dis¬ 
cussed  in  the  following  paragraphs  together  with  certain  recommenda¬ 
tions  that  affect  the  internal  organization  of  most  of  the  individual 
departments.  The  detailed  plan  of  organization  proposed  for  each 
department  is  set  out  in  the  sections  that  follow  the  main  body  of 
the  report. 

Appointment  of  a  Manager  of  Operations. 

In  developing  the  proposed  departmental  plan  of  organization  for 
the  City  we  have  recommended  that  all  of  its  activities  be  carried  out 
in  eleven  departments.  We  recognize  that  this  leaves  too  many  depart¬ 
ments  reporting  either  directly  or  through  Committees  of  Council  to 
the  Board  of  Control,  but  we  do  not  believe  that  any  further  consolida¬ 
tion  of  departments  would  be  practicable. 

This  problem  is  a  most  important  one  as  the  effective  coordination 
of  the  activities  of  the  City  is  essential  to  the  efficient  administration  of 
its  affairs. 

To  obtain  the  desired  coordination  of  activities  and  a  number  of 
other  benefits,  we  recommend  the  appointment  of  a  Manager  of 
Operations  who  would  be  responsible  to  the  Board  of  Control  for  co¬ 
ordinating  the  activities  of  the  six  “operating”  departments. 

The  practicability  of  this  recommendation  is  dependent  on  the 
Board  of  Control  and  City  Council  being  prepared  to  provide  the 
Manager  of  Operations  with  the  necessary  authority  to  operate  effec¬ 
tively.  It  would  entail  the  delegation  of  certain  responsibilities  to  the 
Manager  of  Operations  that  are  now  carried  out  by  the  Board  of 
Control  and  the  Standing  Committees  of  Council.  These  responsibilities 
relate  to  the  day  to  day  activities  of  the  “operating”  departments  and 
not  to  matters  of  policy. 

We  believe  that  a  satisfactory  division  of  responsibilities  could  be 
developed  under  which  the  Manager  of  Operations  could  be  granted 
these  day  to  day  responsibilities  and  at  the  same  time  the  Board  of 
Control  and  the  Standing  Committees  of  Council  would  retain  full 
control  over  the  determination  of  policy;  the  elected  representatives 
would  retain  the  authority  to  follow  up  complaints  about  the  services 
being  supplied  to  the  public;  and  a  reduction  could  be  obtained  in  the 
time  being  spent  in  handling  the  details  of  day  to  day  activities  during 
meetings  of  committees. 
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A  study  would  be  required  to  determine  if  any  important  problems 
would  arise  in  defining  these  respective  responsibilities.  If  the  proposal 
for  the  appointment  of  a  Manager  of  Operations  is  approved  in  prin¬ 
ciple,  we  suggest  that  such  a  study  be  initiated  as  soon  as  possible. 

The  effectiveness  of  the  recommendation  would  depend,  in  large 
measure,  upon  the  abilities  of  the  individual  chosen  as  Manager  of 
Operations.  While  he  should  have  a  basic  knowledge  of  municipal 
affairs,  of  even  greater  importance,  would  be  broad  experience  and 
proven  ability  as  an  administrator.  Obtaining  the  services  of  a  fully 
qualified  individual  to  hold  this  position  may  not  prove  to  be  easy. 

Development  Department. 

The  orderly  control  of  the  use  of  land  and  buildings  within  city 
boundaries  has  become  of  increasing  concern  to  most  civic  administra¬ 
tions  on  this  continent.  For  some  years  this  control  was  exercised  in 
Toronto  through  the  enforcement  of  the  building  and  plumbing  by-laws 
and  was  considered  to  be  primarily  a  hazard  or  health  measure.  Even 
during  this  period  some  attention  to  control  of  community  environment 
was  evident  in  the  passing  of  residential  and  other  by-laws.  With  the 
advent  of  community  planning  and  adoption  of  zoning  by-laws  the 
emphasis  of  enforcement  was  placed  on  community  environment  with 
hazards  being  only  one  factor  in  the  larger  picture. 

At  the  present  time  enforcement  is  directed  primarily  towards  new 
construction  or  alterations  and  the  control  is  exercised  through  the 
issuance  of  a  building  permit  by  the  Buildings  Department.  Some 
control  is  exercised  over  older  areas  by  the  Property  Department 
through  the  enforcement  of  the  zoning  and  other  by-laws  on  receipt  of 
a  complaint.  The  Property  Department  does  not  do  any  policing  under 
the  by-laws  and  does  not  normally  take  the  initiative  in  enforcement 
unless  a  complaint  is  received. 

The  City  is  also  engaged  in  another  step  in  the  process  of  con¬ 
trolling  community  environment.  This  step  consists  of  rebuilding  or 
redeveloping  those  areas  which  have  deteriorated  to  the  point  where 
control  is  no  longer  effective.  Although  the  Regent  Park  North  pro¬ 
ject  is  close  to  completion  and  the  South  project  is  well  under  way  it 
has  been  necessary  for  the  Board  of  Control  to  carry  the  heavy  re¬ 
sponsibility  of  processing  and  coordinating  these  projects  in  detail  as 
no  member  of  the  city  staff  has  been  designated  to  assume  these 
responsibilities.  There  is  every  indication  that  the  volume  of  this  type 
of  work  will  increase  in  Toronto  as  it  has  in  most  older  cities  on  this 
continent. 

In  order  to  assign  the  responsibility  for  these  related  functions 
to  one  individual  we  recommend  the  appointment  of  a  Commissioner  of 
Development  and  the  establishment  of  a  Development  Department. 


16 


SURVEY  OF  CIVIC  ADMINISTRATION 


This  Department  would  consist  of  three  Divisions: 

1.  A  Building  Regulation  Division  in  which  would  be  centralized 
responsibility  for  the  regulation  of  construction  and  use  of  all 
buildings,  and  for  the  use  of  private  property.  This  regulation 
would  be  accomplished  through  the  enforcement  of  the  zoning 
and  building  by-laws  which  are  now  included  in  the  responsibili¬ 
ties  of  the  Building  Department.  In  addition,  responsibilities 
for  enforcement  of  the  plumbing  by-laws  would  be  transferred 
from  the  Health  Department.  While  these  responsibilities 
would  be  additional  to  those  borne  by  the  Building  Department, 
the  responsibility  for  design,  construction  and  alteration  of 
city  owned  buildings  would  be  transferred  from  the  Building 
Regulation  Division  to  the  Parks  and  Property  Department. 

2.  A  Redevelopment  Division  to  which  would  be  assigned  the 
responsibility  for  co-ordinating  all  activities  relating  to  a  re¬ 
development  project  once  the  area  had  been  approved  by  City 
Council  following  a  recommendation  of  the  City  Planning 
Board.  This  would  include  negotiations  with  developers  and 
others  to  arrange  financing;  recommendations  to  City  Council 
on  financing  proposals;  requests  to  the  Real  Estate  Division 
to  acquire  approved  property;  arrangements  for  the  relocation 
of  residents  in  the  redevelopment  area;  and  arrangements  for 
the  demolition  of  existing  buildings.  In  general  the  division 
would  be  responsible  for  scheduling  and  supervising  a  com¬ 
plete  project  to  see  that  it  was  carried  out  in  accordance  with 
the  decisions  of  City  Council. 

These  responsibilities  are  now  borne  by  the  Board  of  Con¬ 
trol.  As  they  are  already  onerous,  and  as  they  can  be  ex¬ 
pected  to  grow,  the  establishment  of  the  Redevelopment  Divi¬ 
sion  would  relieve  the  Board  of  Control  of  considerable  detail 
while  providing  greater  control  over  a  most  important  activity. 

3.  An  Improvement  Division  to  which  would  be  assigned  the 
responsibilty  for  preparing  and  carrying  out  a  program  de¬ 
signed  to  encourage  property  owners  to  maintain  and  improve 
their  properties.  A  program  of  this  nature  would  assist  in 
maintaining  property  values  in  older  areas  and  should  result  in 
savings  to  the  city  through  maintenance  of  the  tax  base  and 
an  extension  in  the  time  before  renewal  of  such  an  area  was 
needed.  This  program  would  be  carried  out  through  the  dis¬ 
semination  of  information  in  written  material;  group  discus¬ 
sions  and  personal  contact  with  the  property  owners;  and 
through  enforcement  of  the  various  by-laws  where  necessary 
or  desirable. 

While  the  exact  equivalent  of  the  proposed  Development  Depart¬ 
ment  will  not  yet  be  found  in  other  municipal  organizations  in  Canada 
or  in  the  United  States  we  believe  that  it  would  meet  the  needs  of 
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Toronto  to  best  advantage.  It  should  provide  much  greater  control 
over  the  physical  environment  of  the  community  while  relieving  the 
elected  representatives  of  an  increasing  amount  of  detail  administra¬ 
tion. 

Public  Works  Department. 

The  activities  of  the  Works  Department  have  changed  consider¬ 
ably  in  recent  years  primarily  because  of  technological  advances  and 
the  assumption  of  some  important  responsibilities  by  The  Municipality 
of  Metropolitan  Toronto.  These  changes  have  tended  to  reduce  the 
overall  responsibility  of  the  Department.  At  the  same  time  there  are 
a  number  of  related  activities  in  the  civic  organization  that  are  out¬ 
side  the  authority  of  the  Department,  and  some  of  them  have  been 
growing  in  importance.  These  related  activities  include  those  carried 
out  in  the  Streets  Department,  the  Surveying  Division  and  the  Traffic 
Division. 

We  believe  that  improved  control  over  all  these  activities  would 
result  from  their  inclusion  in  a  reorganized  Public  Works  Department. 
Under  this  plan  there  would  be  considerable  scope  for  the  improved 
utilization  of  manpower  and  equipment.  Placing  responsibility  for  the 
control  of  these  related  activities  in  the  hands  of  one  Commissioner 
would  also  relieve  the  Board  of  Control  and  City  Council  of  many 
problems  of  coordination. 

Accordingly,  we  recommend  the  appointment  of  a  Commissioner  of 
Public  Works  and  the  establishment  of  a  Public  Works  Department. 

The  department  would  be  comprised  of  the  following  seven  Divi¬ 
sions: 

1.  An  Engineering  Division  whose  Director  would  be  responsible 
for  the  design,  estimating,  supervision  of  construction,  labora¬ 
tory  work  and  drafting  activities  for  all  public  works  under 
the  City’s  jurisdiction  with  the  exception  of  buildings; 

2.  A  Surveying  Division  whose  Director  would  be  responsible  for 
carrying  out  all  land  and  technical  surveys  requested  by  any 
department  of  the  City; 

3.  An  Operations  Division  in  which  the  activities  would  be  divided 
into  three  sections,  (a)  a  Field  Operations  Section  comprised 
of  four  districts  in  which  would  be  centred  responsibility  for 
carrying  out  all  operations,  maintenance  and  repairs  on  the 
roads,  sewers,  water-mains,  and  bridges  under  the  jurisdiction 
of  the  City,  (b)  a  Construction  Section  under  a  Superintendent 
responsible  for  constructing  such  city  projects  as  were  ob¬ 
tained  through  competitive  bids  with  outside  contractors,  and 
(c)  a  Shops  Section  that  would  include  all  shops  in  the  Public 
Works  Department,  with  the  exception  of  automotive  repair 
shops; 
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4.  A  Streets  Division  whose  Director  would  be  responsible  for  the 
collection,  incineration  and  disposal  of  refuse  and  the  salting, 
sweeping,  flushing  of  streets  and  removal  of  snow.  The  Equip¬ 
ment  Division  of  the  Department  would  assume  the  responsi¬ 
bility  for  the  repair  and  maintenance  of  automotive  equip¬ 
ment  and  the  Operations  Division  would  take  over  the  re¬ 
sponsibility  for  other  shops  that  are  now  in  the  Streets  Depart¬ 
ment; 

5.  A  Planning  and  Control  Division  whose  Director  would  be  re¬ 
sponsible  for  scheduling  the  work  of  the  Department,  the 
budget  preparation,  the  analysis  and  provision  of  control  in¬ 
formation  on  costs,  the  processing  of  tenders,  contracts  and 
local  improvements  and  the  general  clerical  activities  of  the 
Department; 

6.  An  Equipment  Division  whose  Director  would  be  responsible 
for  the  maintenance  and  repair  of  all  automotive  and  other 
important  pieces  of  equipment  owned  by  the  City.  This  would 
include  construction  equipment  such  as  bulldozers,  compressors, 
and  cranes  as  well  as  all  automobiles  and  trucks; 

7.  A  Traffic  Division  whose  Director  would  be  responsible  for  the 
the  determination  of  traffic  flow  on  City  streets,  the  installation 
and  maintenance  of  traffic  control  equipment  and  signs  and 
the  initiation  of  measures  to  improve  the  flow  of  traffic. 

Parks  and  Property  Department. 

The  responsibility  for  city  owned  land  and  buildings  is  divided 
among  the  following  Departments  in  the  civic  administration,  Property, 
Buildings,  Real  Estate,  Parks,  Works,  Streets,  Health,  Welfare  and 
Fire.  This  division  of  responsibility  creates  numerous  administrative 
problems  that  must  be  referred  to  the  elected  representatives  and 
employ  time  which  is  needed  for  more  important  policy  matters. 
Centralizing  responsibility  for  all  city  owned  land  and  buildings  would 
not  only  provide  a  measure  of  relief  for  the  elected  representatives  but 
should  provide  greater  control  over  these  assets  and  realize  economies 
through  the  improved  utilization  of  buildings  and  land;  the  co-ordina¬ 
tion  of  the  requirements  of  all  departments;  the  co-ordination  of 
maintenance  and  caretaking  staff  and  facilities;  and  the  co-ordination 
of  ground  and  buildings  maintenance  activities  on  all  city  properties. 

We  recommend  the  appointment  of  a  Commissioner  of  Parks  and 
Property  and  the  establishment  of  a  Parks  and  Property  Department. 

The  new  department  would  take  over  the  ground  and  building 
maintenance  and  recreation  activities  of  the  Parks  Department,  the 
building  maintenance  and  operating  activities  of  the  Property  Depart¬ 
ment,  the  building  design,  alteration  and  construction  activities  of  the 
Buildings  Department,  the  vacant  land  responsibilities  of  the  Real 
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Estate  Division  and  the  building  maintenance  and  service  activities  of 
all  other  Departments.  In  addition  the  operations  of  the  Abattoir 
would  be  made  part  of  the  new  department. 

The  activities  of  the  Parks  and  Property  Department  would  be 
carried  out  in  the  following  six  Divisions: 

1.  A  Maintenance  Division  whose  Director  would  be  responsible 
for  establishing  maintenance  standards;  inspecting  all  city 
owned  buildings  and  preparing  an  annual  maintenance  pro¬ 
gram;  maintaining,  altering,  repairing  or  constructing  city 
owned  buildings;  employing,  organizing  and  supervising  trades¬ 
men  and  operating  the  related  shop  facilities  required  to  carry 
out  the  maintenance  program;  and  maintaining  artificial  ice 
rinks,  swimming  pools  and  outside  lighting, 

2.  A  Services  Division  whose  Director  would  be  responsible  for 
maintaining  inventory  records  of  all  city  owned  land  and 
buildings  with  the  exception  of  street  allowances;  allocating 
office,  operating  and  yard  space  to  meet  the  requirements  of 
all  departments  while  ensuring  the  full  utilization  of  city 
assets;  arranging  for  leases  where  city  owned  space  was  in¬ 
adequate  to  meet  departmental  requirements;  initiating  re¬ 
quests  for  additional  facilities  when  the  need  became  apparent; 
providing  caretaking  and  operating  staff  for  all  city  owned 
buildings  except  in  locations  occupied  by  such  facilities  as 
garages,  workshops,  etc.;  providing  telephone  and  elevator 
services  to  all  city  departments  and  operating  the  central 
switchboard;  operating  weigh  scales  and  public  lavatories; 
disposing  of  properties  surplus  to  the  city’s  requirements 
through  the  Real  Estate  Division  and  renting  such  properties 
to  others  until  they  could  be  made  use  of  or  sold, 

3.  An  Architectural  Division  under  the  direction  of  a  City  Architect 
who  would  be  responsible  for  determining  and  co-ordinating 
the  requirements  of  all  departments,  in  considering  the  design 
of  a  new  building;  selecting  and  supervising  outside  architects 
in  the  design  of  new  buildings;  supervising  construction  of 
new  buildings;  designing  alterations  to  existing  buildings, 

4.  A  Parks  Division  whose  Director  would  be  responsible  for 
planning  the  requirements  of  the  parks  system  in  conjunction 
with  the  Recreation  Division  and  the  City  Planning  Board; 
preparing  and  carrying  out  an  annual  horticulture  and  forestry 
program;  maintaining  parks  grounds  and  the  grounds  sur¬ 
rounding  city  owned  buildings;  operating  the  city  greenhouses; 
operating  or  controlling  the  operation  of  concessions, 

5.  A  Recreation  Division  whose  Director  would  be  responsible  for 
preparing  and  carrying  out  a  summer  and  winter  recreation 
program;  operating  community  centres,  swimming  pools,  ice 
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rinks  and  other  facilities  related  to  the  recreation  program; 
arranging  rentals  of  parks  facilities  for  sporting  or  community 
activities;  issuing  permits  for  the  use  of  park  facilities, 

6.  An  Abattoir  Division  whose  Director  would  be  responsible  for 
managing  the  municipal  abattoir;  staffing  and  operating  the 
facilities  on  a  custom  processing  basis;  renting  required  facili¬ 
ties  to  meat  packing  organizations. 

Finance  Department. 

In  a  later  section  of  this  report  we  review  the  important  savings 
that  could  be  realized  through  the  centralization  of  all  accounting  ac¬ 
tivities  of  the  City  through  the  installation  of  modern  mechanical 
equipment.  The  organization  structure  that  is  outlined  below  has  been 
designed  to  accommodate  these  changes. 

The  Purchasing  and  Stores  Division  and  the  Real  Estate  Division 
were  at  one  time  part  of  the  financial  organization  but  now  report 
separately  to  the  Board  of  Control.  With  the  changes  in  procedures 
that  are  recommended  for  both  of  these  divisions,  the  Board  of 
Control  and  the  Department  Head  would  be  relieved  of  much  of  the 
detail  that  has  been  associated  with  these  activities  in  the  past.  In 
view  of  these  changes  and  because  they  are  both  service  activities  and 
are  primarily  financial  in  nature,  we  believe  that  it  would  prove  bene¬ 
ficial  if  they  were  made  part  of  an  expanded  financial  organization. 

We  recommend  the  appointment  of  a  Commissioner  of  Finance  and 
the  establishment  of  a  Finance  Department. 

This  department  would  consist  of  the  following  six  Divisions: 

1.  An  Accounting  Division  whose  Director  would  be  responsible 
for  keeping  the  accounting  records  for  the  assets,  liabilities  and 
operating  results  of  the  City  as  a  whole  and  of  the  individual 
departments;  maintaining  control  over  the  collection  of  all 
revenue  and  the  disbursement  of  all  expenditures, 

2.  A  Treasury  Division  in  which  would  be  centred  responsibility 
for  all  the  banking  arrangements  of  the  City;  for  arranging 
short  term  financing;  arranging  longer  term  financing  through 
The  Municipality  of  Metropolitan  Toronto;  for  temporary  in¬ 
vestments;  for  insurance  coverage  of  the  properties  of  the 
City, 

3.  A  Budget  Division  whose  Director  would  be  responsible  for 
advising  and  assisting  all  departments  in  the  preparation  of 
the  proposed  annual  operating  budget;  bringing  together  the 
departmental  budget  proposals  in  a  single  budget  proposal; 
advising  and  assisting  all  departments  in  the  preparation  of 
a  proposed  longer  term  capital  program;  providing  over-all 
financial  information  in  relation  to  the  proposed  capital  pro- 
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gram;  working  with  the  City  Planning  Board  in  the  refinement 
of  the  proposals  for  the  capital  program;  assisting  in  the 
presentation  of  the  proposed  capital  program  to  the  Board  of 
Control  and  City  Council  and  in  the  establishment  of  an  annual 
capital  budget;  reviewing  and  preparing  a  summarized  analysis 
of  the  monthly  financial  statements,  both  of  an  operating  and 
capital  nature, 

4.  A  Supply  Division  in  which  would  be  centred  the  responsibility 
for  the  purchasing  activities  of  the  City;  operating  a  central 
stores  organization;  standardizing  the  materials,  equipment  and 
supplies  used  by  the  City  in  co-operation  with  the  departments 
that  use  such  items, 

5.  A  Real  Estate  Division  whose  Director  would  be  responsible 
for  purchasing  real  estate  as  needed  by  the  City  and  selling 
real  estate  which  has  been  declared  excess  to  the  requirements 
of  the  City, 

6.  A  Data  Processing  Division  whose  Director  would  be  re¬ 
sponsible  for  co-ordinating  the  use  of  punched  card  and  related 
equipment  and  providing  service  where  the  use  of  punched 
card  equipment  is  warranted. 

District  Organization. 

It  is  necessary  for  many  activities  of  the  City  to  be  conducted  in 
locations  other  than  in  the  City  Hall  area.  Important  savings  and  im¬ 
proved  control  of  an  individual  department’s  activities  would  result  if 
these  field  operations  were  more  closely  coordinated  both  within  and 
between  departments.  Therefore,  we  recommend  that  the  individual 
departments  having  field  activities  establish  reasonably  uniform  dis¬ 
tricts.  The  term  reasonably  uniform  is  used  advisedly  as  the  require¬ 
ments  and  activities  vary  to  such  an  extent  that  differences  in  district 
boundaries  and  in  some  cases  in  the  number  of  districts  will  be  desir¬ 
able.  However,  for  the  most  part  the  activities  and  the  geographic 
boundaries  of  the  city  lend  themselves  to  the  establishment  of  four 
districts,  Central,  Northern,  Eastern  and  Western.  The  proposed 
departmental  plans  of  organization  which  are  discussed  in  detail  in 
later  sections  of  this  report  provide,  where  applicable,  for  the  establish¬ 
ment  of  individual  district  organizations  having  all  the  activities  of  a 
department  or  division  under  the  control  of  a  senior  official.  With 
this  change  it  would  be  possible  to  delegate  more  authority  and  re¬ 
sponsibility  to  the  district  personnel  while  improving  the  control  over 
the  field  operations  through  better  supervision.  Common  use  of  certain 
district  facilities  made  possible  by  this  form  of  organization  should 
result  in:  better  coordination  of  the  activities  of  the  departments  and 
divisions;  savings  resulting  from  the  elimination  of  similar  facilities; 
and  the  improved  use  of  the  remaining  facilities. 
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Internal  Organization  of  Departments. 

In  designing  proposed  plans  of  organization  for  the  individual 
departments  several  overall  considerations  have  been  given  particular 
attention. 

In  many  departments  there  is  an  obvious  lack  of  supervisory  posi¬ 
tions.  This  condition  makes  the  delegation  of  authority  and  responsi¬ 
bility  difficult  and  restricts  the  opportunity  for  developing  supervisory 
personnel. 

In  most  cases  the  existence  of  operating  controls  and  reports  is 
limited.  With  a  few  important  exceptions  there  is  little  organized 
scheduling  of  work  and  automatic  follow  up  of  progress  throughout 
the  departments.  As  a  result  the  department  heads  and  deputies  are 
engaged  constantly  in  solving  crises  that  develop  without  their  knowl¬ 
edge. 

In  some  instances,  provision  of  a  staff  assistant  to  department 
heads  is  needed.  Department  heads  are  required  to  prepare  a  consider¬ 
able  volume  of  information  for  Committees,  Board  of  Control,  and 
City  Council  and  to  make  reports  from  time  to  time  on  a  number  of 
specific  matters.  Much  of  this  material  is  prepared  by  the  deputies, 
senior  supervisory  staff  and  in  some  cases  by  executive  assistants. 
However,  as  these  are  special  duties  they  can  only  be  carried  out  at 
the  expense  of  the  normal  administrative  workload  of  these  officials. 
The  provision  of  an  assistant  to  the  department  head  of  these  officials, 
no  administrative  responsibilities  or  authority  over  the  staff  or  opera¬ 
tions  of  the  department  would  fill  this  need  and  provide  relief  for  the 
senior  supervisory  staff.  This  position  would  be  considered  a  training 
position  and  would  be  filled  by  a  capable  younger  member  of  the 
department  with  either  technical  or  non-technical  training,  for  a 
maximum  period  of  about  three  years.  When  the  trainee  was  returned 
to  a  line  position  he  would  have  a  much  better  appreciation  of  the 
over-all  working  of  the  department  and  the  department  head  would  be 
provided  with  much  needed  personal  assistance  at  all  times. 

Clarification  of  the  duties  and  responsibilities  of  the  senior  staff 
and  a  re-definition  of  the  position  of  the  deputies  is  of  considerable 
importance.  With  clear  definitions  of  responsibilities  it  is  possible  to 
ensure  that  each  staff  member  reports  to  only  one  senior  official  and 
that  overlapping  of  duties  is  avoided.  Each  department  has  now  both  a 
department  head  and  a  deputy  with  essentially  the  same  duties  and 
responsibilities.  With  the  required  addition  of  senior  supervisory  posi¬ 
tions,  an  improved  system  for  scheduling  and  reporting  work,  and  the 
provision  of  necessary  assistance  to  the  department  heads,  the  only 
real  responsibility  of  a  deputy  would  be  to  act  in  the  absence  of  the 
department  head.  This  responsibility  can  be  carried  out  adequately  by 
appointing  one  of  the  senior  supervisors  to  act  for  the  department  head 
in  his  absence.  This  official  would  retain  specific  responsibility  for 
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directing  certain  activities  of  the  Department.  Under  this  arrangement 
the  best  use  would  be  made  of  the  time  and  abilities  of  senior  officials 
and  the  possibility  of  duplication  of  responsibilities  would  be  eliminated. 

Standing  Committees  of  Council. 

The  recommendations  contained  in  this  report  will  affect  the  activi¬ 
ties  of  the  various  Standing  Committees  of  Council.  Although  we  have 
not  reviewed  the  responsibilities  of  the  committees  we  suggest  that 
consideration  be  given  to  the  following  proposals  in  relation  to  the  plan 
of  organization  of  the  civic  departments. 

The  establishment  of  a  Committee  on  Development  should  be  con¬ 
sidered.  A  general  review  of  the  work  of  the  Committee  on  Property 
indicates  that  most  of  its  time  is  devoted  to  matters  concerning  the 
zoning  by-laws  and  building  by-laws.  As  most  of  these  matters  would 
originate  in  the  Development  Department  under  the  proposed  plan  of 
organization,  we  suggest  that  the  Committee  on  Property  be  renamed 
the  Committee  on  Development  and  its  terms  of  reference  changed 
accordingly. 

The  establishment  of  a  Committee  on  Parks  and  Property  should  be 
considered.  With  the  establishment  of  a  Parks  and  Property  Depart¬ 
ment  we  suggest  that  the  Committee  on  Parks  and  Exhibitions  be  re¬ 
named  the  Committee  on  Parks  and  Property  and  the  terms  of  refer¬ 
ence  changed  accordingly. 

The  establishment  of  a  Committee  on  Fire  should  be  considered 
either  as  a  separate  or  joint  committee.  While  a  number  of  the  prob¬ 
lems  of  the  Fire  Department  are  technical,  many  others  are  of  an  ad¬ 
ministrative  nature.  We  believe  that  the  Fire  Department  would 
benefit  considerably  from  the  assistance  that  would  be  given  by  a 
Committee  of  Council. 

PERSONNEL  ADMINISTRATION. 

The  City  of  Toronto  is  among  the  leaders  in  developing  improved 
personnel  practices  in  the  municipal  field  and  has  a  staff  that  compares 
favourably  with  that  of  other  large  cities.  However,  our  survey  has 
revealed  several  important  areas  where  problems  exist  and  where  im¬ 
provements  can  be  made. 

In  the  main  the  existing  difficulties  are  caused  by  the  growing 
competition  for  competent  staff  in  business,  government  and  the  pro¬ 
fessions.  This  problem  is  not  confined  to  the  technical  field,  but  is 
more  serious  in  that  area. 

The  problem  of  providing  a  strong  supervisory  staff  in  the  future 
is  not  only  more  extensive  than  in  the  past,  it  is  also  more  imminent 
and  is  probably  the  most  important  problem  facing  the  Administration. 
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At  one  time  the  civic  service  could  attract  and  hold  as  many  qualified 
people  as  it  needed.  The  actual  salaries  may  have  been  modest  enough, 
but  any  lack  in  them  was  offset  by  the  prestige  attached  to  civic  ser¬ 
vice  positions,  present  and  future  security,  shorter  working  hours  and 
other  privileges. 

During  the  1920’s  and  1930’s  the  City  was  able  to  be  selective  in 
acquiring  capable  people,  and  was  able  to  build  a  strong  organization. 
Staff  was  lost  during  the  war,  but  the  loss  was  more  or  less  offset  by  a 
reduction  in  the  work  to  be  handled.  Immediately  after  the  war,  a 
majority  of  those  who  had  participated  returned  to  their  positions  with 
the  City.  Thus  the  moderately  expanding  work  load  was  handled 
without  undue  stress. 

Since  the  immediate  post-war  period  the  workload  in  the  City  has 
continued  to  grow  as  the  extent  and  complexity  of  municipal  services 
increased.  Some  reduction  was  experienced  in  specific  areas  with  the 
formation  of  The  Municipality  of  Metropolitan  Toronto  but  this  was 
accompanied  by  the  loss  of  many  experienced  personnel  to  that  organ¬ 
ization. 

These  developments  have  been  gradual  and  this  fact  has  probably 
obscured  the  increasing  gravity  of  the  existing  situation  which  may  be 
summarized  as  follows: 

1.  The  capable  staff  recruited  in  the  1920’s  and  1930’s  has  moved 
to  the  more  responsible  positions.  In  fact  some  have  already 
retired  and  many  others  are  approaching  retirement. 

2.  The  post-war  industrial  activity,  resulting  in  the  rapidly  grow¬ 
ing  attractiveness  of  industrial  positions,  has  made  municipal 
employment  less  acceptable  by  comparison.  While  wages  have 
been  a  factor,  they  are  not  paramount,  for  the  wages  and  sal¬ 
aries  paid  by  the  City  for  the  most  part  compare  favourably 
with  those  paid  in  business.  However,  industry  now  offers 
security  almost  equal  to  that  of  the  civic  service,  its  pension 
plans  tend  to  be  more  liberal  and  in  many  cases  there  have 
been  more  opportunities  for  promotion  and  promotion  has  been 
faster.  Other  benefits  in  industry  now  equal  those  of  the  civic 
service.  As  a  result  it  is  increasingly  difficult  for  the  city  to 
recruit  acceptable  people  at  almost  any  level. 

3.  The  industrial  activity  has  created  an  overall  shortage  of  cer¬ 
tain  technical  and  professional  staff,  so  that  the  city  now  finds 
itself  competing  for  this  type  of  staff.  In  an  urgent  competitive 
situation,  it  is  almost  impossible  for  a  public  body  to  outbid 
business  or  industry. 

These  three  conditions  may  be  summed  up  by  stating  that  the  need 
for  staff  is  more  pressing  while  recruitment  is  more  difficult.  The  situa¬ 
tion  is  likely  to  become  more  serious  unless  steps  are  taken  to  develop 
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a  more  effective  program  to  meet  it.  Our  proposals  for  developing 
such  a  program  are  discussed  under  the  following  headings: 

Making  civic  employment  more  attractive 

Making  the  best  use  of  present  staff 

Recruitment 

Appointment  of  a  Director  of  Labour  Relations. 

Making  civic  employment  more  attractive. 

Several  areas  exist  in  which  employment  in  the  civic  administration 
can  be  made  more  attractive.  One  of  the  most  important  of  these  areas 
has  been  discussed  in  connection  with  our  recommendations  on  organiza¬ 
tion.  Included  in  these  recommendations  was  provision  for  the  clear 
definition  of  duties  and  responsibilities  of  all  staff.  Without  this  clarifi¬ 
cation  employment  within  the  administration  will  always  entail  frustra¬ 
tion  and  dissatisfaction. 

We  suggest  the  following  as  potential  sources  of  improvement  in 
personnel  relations: 

1.  Organized  supervisory  training, 

2.  A  review  of  the  job  evaluation  plan  to  assure  a  proper  rela¬ 
tionship  between  positions, 

3.  A  revision  of  the  salary  classification  plan  to  obtain  improved 
internal  and  external  salary  relationships, 

4.  A  review  of  certain  activities  to  ensure  that  the  technical  skills 
of  staff  are  being  used  to  best  advantage, 

5.  The  proper  recognition  of  ability  as  a  factory  in  granting  salary 
increases  within  a  salary  range,  and  in  promotions  to  a  higher 
salary  range. 

Making  the  best  use  of  present  staff. 

With  a  shortage  of  well  trained  and  competent  supervisory  staff 
it  is  of  particular  importance  that  the  best  possible  use  be  made  of 
competent  staff  within  the  administration. 

Certainly  there  are  many  members  of  the  staff  who'  have  not 
reached  the  limit  of  their  capabilities  and  among  them  will  be  some 
of  senior  executive  calibre.  It  is  essential  that  these  people  be  sought 
out  on  a  systematic  basis,  be  trained  and  developed,  and  given  such 
higher  responsibilities  as  they  are  able  to  assume. 

A  systematic  approach  to  this  problem  is  needed  to  provide  for  the 
more  immediate  future.  In  the  longer  term  a  forceful  application 
of  the  personnel  policies  that  are  recommended  should  ensure  against  a 
recurrence  of  the  present  situation.  However,  in  the  immediate  future, 
emergency  measures  will  have  to  be  taken  if  the  situation  is  to  be  im¬ 
proved  or  even  prevented  from  deteriorating  further.  We  recommend 
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that  these  measures  take  the  form  of  a  manpower  survey  designed  to 
give  the  responsible  officials  a  factual  appreciation  of  the  size  of  the 
problem  with  which  they  are  faced.  The  survey  would  be  carried  out 
by  the  individual  department  heads  with  the  help  of  the  Personnel 
Division  and  would  cover  all  supervisory  positions.  The  supervisors 
in  each  of  these  positions  would  be  assessed  and  classified  as  (a)  im¬ 
mediately  promotable  (b)  promotable  after  a  specified  period  of  time  or 
after  specfied  training  or  (c)  not  promotable.  This  information  to¬ 
gether  with  the  retirement  dates  of  senior  staff  would  point  up  the 
problem  with  which  the  City  is  faced.  Also  it  would  provide  the  in¬ 
formation  on  which  plans  for  immediate  training  and  development 
should  be  based  and  on  which  the  need  for  outside  recruitment  would 
be  determined. 

It  is  realized  that  each  department  head  would  be  required  to 
spend  a  considerable  amount  of  time  in  carrying  such  a  program  to  a 
successful  conclusion.  However,  because  this  is  one  of  the  most  serious 
problems  facing  the  City,  this  expenditure  of  time  is  essential. 

Recruitment* 

The  recruiting  of  competent  people  is  made  particularly  difficult 
at  the  present  time  because  of  the  generally  unfavourable  light  in 
which  the  whole  prospect  of  civic  employment  is  viewed  in  the  com¬ 
munity. 

This  difficulty  should  be  overcome  in  part  as  action  is  taken  to  im¬ 
prove  the  particular  conditions  that  have  been  discussed  earlier.  How¬ 
ever,  improvement  in  conditions  will  not,  in  itself,  produce  the  desired 
results.  If  recruitment  is  to  be  successful  it  will  be  necessary  to  pro¬ 
vide  information  to  those  areas  where  suitable  recruits  might  be  ob¬ 
tained  in  order  to  dispel  the  present  attitude  towards  civic  employment 
and  to  point  out  the  opportunities  that  would  be  available.  In  this 
regard  it  would  be  well  to  provide  material  to  high  schools,  technical 
schools  and  universities  on  the  opportunities  provided  by  a  civic  ser¬ 
vice  career.  This  would  include  literature,  personal  appearances,  etc., 
and  would  require  careful  and  persistent  long  range  planning. 

The  encouragement  of  higher  education  in  the  field  of  municipal 
administration  is  also  worth  consideration.  This  would  entail  co¬ 
operation  with  the  schools  and  universities  in  the  matter  of  special 
courses,  and  might  even  call  for  the  sponsorship  of  scholarships.  It 
would  also  require  the  employment  of  a  limited  number  of  non-pro¬ 
fessional  University  graduates  and  other  technically  trained  personnel 
at  salaries  that  were  competitive  with  industry.  Special  training  pro¬ 
cedures  would  accompany  such  a  program. 

Appointment  of  a  Director  of  Labour  Relations. 

In  addition  to  the  improvements  in  personnel  procedures  outlined 
above,  we  recommend  the  appointment  of  a  Director  of  Labour  Rela- 
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tions  who  would  be  responsible  for  carrying  out  negotiations  with  the 
employee  unions  and  for  maintaining  satisfactory  relations  with  the 
unions  throughout  the  year.  Ultimate  responsibility  for  approving  any 
changes  in  contracts  between  the  employees  and  the  City  would,  as 
now,  rest  with  Board  of  Control  and  City  Council.  Adoption  of  this 
recommendation  would  result  in  centralizing  responsibility  for  this 
most  important  function  in  a  well  qualified  senior  official  while  reliev¬ 
ing  the  Board  of  Control  of  the  necessity  of  carrying  out  direct  negotia¬ 
tions  with  the  unions. 


PROCEDURES. 

The  1956  budget  of  the  City  of  Toronto  amounted  to  some 
$51,000,000  exclusive  of  Metropolitan  administration  and  Board  of  Edu¬ 
cation  charges.  Of  this  amount  approximately  $31,000,000  or  60%  was 
budgetted  for  salaries,  wages  and  pensions.  Of  the  remainder  some 
$14,000,000  was  budgetted  for  materials  and  $6,000,000  for  debt  charges. 

From  the  foregoing  it  is  evident  that  attention  must  be  directed 
towards  the  most  effective  use  of  staff  if  the  operations  of  the  City  are 
to  be  conducted  in  an  economical  manner. 

In  a  large  organization  it  is  essential  that  all  procedures  be  planned 
and  defined  in  complete  detail  and  that  control  information  be  produced 
to  show  departures  from  plans  or  schedules.  Only  in  this  way  can 
staff  be  controlled  and  work  processed  in  the  most  orderly  and  least 
expensive  manner.  It  is  equally  important  that  all  such  procedures 
and  systems  be  reviewed  regularly  and  altered  to  conform  with  chang¬ 
ing  requirements  and  to  take  advantage  of  modern  methods.  If  this 
review  is  not  carried  out  regularly  it  is  not  unusual  to  find  that  some 
work  is  being  processed  unnecessarily  or  by  outdated  and  expensive 
methods,  and  that  control  over  staff  is  lacking. 

In  our  survey  we  found  that  a  number  of  individual  procedures 
had  been  reviewed  regularly  and  were  being  carried  out  in  an  up  to 
date  manner.  For  the  most  part  these  procedures  operated  entirely 
within  a  department.  However,  no  general  review  has  taken  place  for 
many  years;  procedures  affecting  several  departments  leave  much  room 
for  improvement;  and  very  few  procedures  have  been  reduced  to  writ¬ 
ten  form.  This  is  not  a  criticism  of  the  present  officials  as  the  facilities 
for  carrying  out  such  work  have  not  been  available  to  them. 

We  have  recommended  the  establishment  of  an  Organization  and 
Methods  Division  of  the  Personnel  Services  Department  that  would  be 
responsible  for  providing  much  needed  assistance  to  the  department 
and  division  heads  in  a  continuing  program  of  reviewing,  improving 
and  recording  systems  and  procedures  both  within  and  between  de¬ 
partments.  Such  a  division,  properly  organized  and  staffed  with 
competent  people  should  be  able  to  assist  in  developing  systems  and 
procedures  which  would  result  in  cost  reductions. 
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This  recommendation,  properly  implemented,  would  go  a  long  way 
towards  ensuring  that  the  affairs  of  the  City  would  continue  to  be 
conducted  in  the  most  effective  manner.  However,  there  is  immediate 
need  for  revision  in  a  number  of  the  important  procedures  involved  in 
the  operations  of  the  City  if  advantage  is  to  be  taken  of  the  improved 
control  that  is  needed,  and  of  substantial  savings  in  cost  that  would  be 
realized.  These  recommended  changes  are  discussed  in  some  detail  in 
the  appropriate  sections  that  follow  the  main  body  of  this  report  and 
the  more  important  ones  are  outlined  below  under  the  following 
headings: 

Centralization  of  accounting  activities 

Cost  Information 

Scheduling  of  work 

Capital  Program  and  Budget 

Operating  Budget 

Control  Reports. 

Centralization  of  Accounting  Activities. 

In  the  section  of  the  report  dealing  with  the  Accounting  Division 
of  the  Finance  Department,  we  discuss  in  some  detail  the  procedures 
that  we  recommend  to  meet  the  overall  accounting  and  statistical 
requirements  of  the  City  of  Toronto.  These  procedures  would  differ 
widely  from  those  presently  in  use  in  the  extent  to  which  they  would 
be  centralized  and  mechanized.  Our  objectives  in  designing  the  pro¬ 
posed  procedures  have  been  to  facilitate  the  production  of  prompt 
accurate  reports  to  the  elected  representatives  and  the  department 
heads  and  to  process  the  required  mass  of  accounting  detail  in  the 
most  economical  manner  possible.  We  believe  that  both  of  these 
objectives  would  be  achieved  through  the  introduction  of  the  proposed 
mechanical  or  punched  card  accounting  systems.  The  net  savings 
which  can  be  directly  attributed  to  the  mechanization  process  should 
amount  to  some  $100,000  per  annum.  However,  the  placing  of  prompt 
accurate  reports  in  the  hands  of  responsible  officials  should  result  in 
substantially  greater  savings  as  these  officials  would  have  regular 
factual  information  on  which  to  base  decisions  regarding  the  City’s 
operations. 

Cost  Information. 

The  importance  of  accurate  cost  information  to  an  organization, 
having  such  a  complexity  of  operations  as  the  City  of  Toronto,  cannot 
be  overemphasized.  The  City  provides  services  that  are  charged  directly 
to  citizens,  business  organizations  and  other  municipalities.  In  such 
cases  it  is  logical  that  the  complete  cost  be  recovered  for  the  services 
that  are  provided  and  this  can  only  be  done  if  accurate  cost  informa¬ 
tion  is  available.  In  addition,  numerous  decisions  must  be  made  on 
the  basis  of  the  comparative  costs  of  alternative  possibilities. 


SUMMARY  REPORT 


29 


Much  of  the  cost  information  that  is  required  for  these  purposes 
would  be  provided  under  the  general  accounting  procedures  that  are 
recommended  in  this  report.  However,  areas  exist  where  additional 
cost  information  would  be  required.  We  have  indicated  these  areas  in 
the  sections  of  the  report  dealing  with  the  activities  of  individual 
departments. 

It  should  be  pointed  out  that  the  maintenance  of  accurate  cost  and 
control  information  is  not  synonymous  with  the  maintenance  of  a  mass 
of  detailed  information.  There  are  a  number  of  areas  throughout  the 
departments  where  cost  information  is  kept  in  far  greater  detail  than 
is  necessary  and  where  the  cost  of  the  clerical  effort  involved  far  out¬ 
weighs  the  value  derived  from  the  information  being  obtained. 

Schedules  of  Work. 

There  are  a  number  of  areas  in  the  civic  administration  where  im¬ 
proved  scheduling  procedures  could  be  applied  to  advantage.  These 
procedures  involve  the  preparation  of  detailed  written  schedules  of 
work  prior  to  its  being  commenced  and  the  preparation  of  regular  pro¬ 
gress  reports.  The  progress  reports  would  compare  actual  accomplish¬ 
ments  with  the  planned  program  as  the  work  was  being  carried  out. 

The  more  important  advantages  of  instituting  effective  scheduling 
procedures  would  be  that  up-to-date  information  would  be  provided 
regularly  to  senior  officials  on  the  status  of  work  progress;  a  measure 
would  be  provided  against  which  accomplishments  could  be  compared 
and  controlled;  departures  from  progress  would  be  revealed  promptly 
and  could  be  corrected  before  reaching  crisis  proportions;  and  with  the 
control  that  would  result  from  proper  scheduling  and  reporting  the 
delegation  of  authority  and  responsibility  would  be  facilitated. 

We  have  recommended  the  establishment  of  improved  planning 
and  scheduling  procedures  in  a  number  of  places  throughout  the  report. 
In  this  connection  we  have  proposed  the  establishment  of  a  Planning 
and  Control  Division  in  the  Public  Works  Department.  Also,  we  have 
proposed  detailed  scheduling  procedures  in  the  Parks  and  Property, 
Development,  and  Finance  Departments. 

Capital  Program  and  Budget. 

The  need  for  capital  funds  in  the  City  exceeds  the  supply  of  such 
funds  as  it  does  in  most  municipalities.  As  a  result  it  is  necessary 
to  assess  each  request  for  capital  funds  in  its  relation  to  other  requests, 
to  establish  priorities  and  to  balance  the  estimated  cost  of  approved 
capital  projects  against  the  available  supply  of  capital. 

To  accomplish  these  objectives  on  a  realistic  basis,  we  recommend 
that  a  five  year  capital  program  be  prepared  and  revised  annually  and 
that  an  annual  capital  budget  be  prepared.  Further,  we  recommend 
that  the  work  of  analyzing  individual  requests  and  preparing  and  pre¬ 
senting  a  co-ordinated  capital  program  and  budget  to  the  Board  of 
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Control  be  delegated  to  the  Budget  Division  of  the  Finance  Department, 
the  City  Planning  Board,  and  the  requesting  Departments,  Boards  or 
Commissions.  This  work  would  be  carried  out  in  accordance  with  the 
procedures  that  are  set  out  in  detail  in  the  section  of  this  report  dealing 
with  the  Budget  Division  of  the  Finance  Department. 

The  adoption  of  this  recommendation  would  have  a  number  of 
significant  advantages  over  the  methods  now  employed,  viz. ; 

1.  While  the  responsibilities  of  the  Board  of  Control  and  City 
Council  would  not  change,  the  Board  of  Control  particularly 
would  be  relieved  of  considerable  detail  work  that  must  now 
be  done  in  analyzing  requests  for  capital  appropriations. 

2.  The  capital  program,  which  would  be  revised  annually,  would 
list  all  projects  proposed  for  the  succeeding  five  year  period 
together  with  their  relative  priority  and  would  be  a  tentative 
but  not  firm  schedule  of  capital  improvements.  This  should 
be  of  considerable  assistance  to  the  elected  representatives,  the 
operating  officials  of  City  Departments  and  the  Boards  and 
Commissions  associated  with  the  City  in  their  consideration  of 
current  and  longer  term  capital  requirements. 

3.  The  capital  budget  would  become  a  firm  commitment  for  the 
current  year  after  its  approval  by  the  Board  of  Control  and 
Council.  By  requiring  a  co-ordinated  capital  budget  to  be 
presented  early  in  the  year  for  all  capital  requirements,  ap¬ 
proval  from  the  Ontario  Municipal  Board  and  the  Metropolitan 
government  should  be  facilitated. 

4.  The  approved  capital  budget  would  be  a  yardstick  against 
which  accomplishments  would  be  measured  during  the  current 
year. 

Operating  Budget. 

With  the  changes  in  organization  and  procedures  that  are  pro¬ 
posed  in  this  report  it  would  be  possible  to  effect  some  important 
changes  in  the  preparation  and  use  of  current  estimates  in  order 
to  transform  them  into  an  effective  operating  budget.  This  budget 
could  be  used  for  financial  planning  as  well  as  for  more  effective 
control  over  the  City’s  operations  during  the  year. 

The  changes  that  we  recommend  are  summarized  as  follows: 

1.  All  revenues  and  all  expenditures  would  be  shown  against  each 
department, 

2.  Estimated  expenditures  would  be  based  on  the  anticipated  costs 
of  activities  rather  than  on  the  previous  year’s  expenditures, 

3.  Estimated  expenditures  would  be  broken  down  by  department, 
division  and  activity, 

4.  The  Budget  Division  of  the  Finance  Department  would  co¬ 
ordinate  all  budget  proposals  for  presentation  to  the  Board  of 
Control, 
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5.  Costs  of  some  service  units  would  be  allocated  to  the  depart¬ 
ments  using  these  services.  As  more  cost  information  becomes 
available,  it  may  be  desirable  to  extend  this  practice. 

When  these  changes  are  in  effect,  we  recommend  that  estimates 
be  prepared  and  provisional  approval  be  given  by  the  Board  of 
Control  and  City  Council,  not  later  than  November  15th  of  the 
preceding  year.  Although  the  Council  of  one  year  cannot  commit 
that  of  another,  the  granting  of  provisional  approval  would  allow 
for  changes  in  the  light  of  Board  of  Education  and  Metropolitan 
administration  requirements  and  provide  a  budget  under  which  the 
departments  could  operate  and  control  their  operations  until  final 
approval  was  given.  This  would  be  an  improvement  over  the  present 
situation,  where  there  is  no  budget  until  well  into  the  current  year, 
and  the  departments,  for  the  most  part,  must  curtail  their  activities 
until  the  financial  situation  is  clarified. 

Control  Reports. 

With  the  preparation  of  a  provisional  operating  budget  to  take 
effect  at  the  beginning  of  each  year,  and  with  the  centralization  of 
accounts,  and  the  adoption  of  modern  mechanical  processing  methods, 
it  would  be  possible  to  prepare  control  reports  promptly  each  month. 
These  reports  would  show  a  comparison  of  actual  and  budgeted  rev¬ 
enues  and  expenditures  for  the  month  and  year  to  date,  and  would 
be  available  to  the  elected  representatives  and  senior  officials.  The 
detail  included  in  these  reports  would  depend  on  the  purposes  for  which 
each  report  was  to  be  used.  The  reports  to  the  elected  representatives 
would  be  in  summary  form  showing  a  break  down  by  departments 
and  divisions  only,  while  the  reports  to  senior  officials  would  set 
out  greater  detail  concerning  the  operations  of  departments  or 
divisions. 

Reports  to  the  elected  representatives  would  be  reviewed  by  the 
Budget  Division  of  the  Finance  Department,  and  the  highlights  sum¬ 
marized,  while  reports  to  senior  officials  would  be  analyzed  in  their 
own  department. 

The  system  of  reports  should  be  kept  flexible  so  that  only  infor¬ 
mation  of  value  is  included.  Special  reports  could  be  prepared  from 
time  to  time  to  serve  specific  purposes. 

The  control  over  the  City’s  operation  that  could  be  attained  through 
the  proper  use  of  these  reports  would  enable  authority  and  responsibility 
to  be  delegated  much  further  down  the  line  than  has  been  possible 
in  the  past.  This  delegation  would  free  both  the  elected  representatives 
and  senior  officials  of  much  detail  administration  and  provide  needed 
time  for  important  policy  matters  and  overall  co-ordination  and  con¬ 
trol  of  the  City’s  activities. 
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SUMMARY  OF  PRINCIPAL  RECOMMENDATIONS 
AFFECTING  SPECIFIC  DEPARTMENTS. 

The  principal  recommendations  affecting  specific  departments  are 
summarized  in  the  following  list.  Details  concerning  these  recom¬ 
mendations  are  set  out  in  the  sections  following  the  main  body  of  the 
report. 


FINANCE  DEPARTMENT. 

1.  The  establishment  of  a  Finance  Department,  under  the  direction 
of  a  Commissioner  of  Finance,  with  six  divisions:  Accounting, 
Treasury,  Budget,  Supply,  Real  Estate  and  Data  Processing. 

2.  The  centralization  of  the  control  over  all  accounting  and  budget¬ 
ary  matters. 

3.  The  more  extensive  use  of  punched  card  equipment. 

Accounting  Division. 

4.  The  establishment  of  a  master  punched  card  file  identifying 
each  parcel  of  land  for  facilitating  and  controlling  revenues, 
voters’  lists,  statistical  information,  etc. 

5.  A  revision  of  the  basis  of  billing  flat  rate  water  accounts  to 
avoid  the  need  for  inspections. 

6.  Centralizing  the  control  over  all  revenues. 

7.  The  central  processing  and  approval  of  all  expenditures. 

8.  The  central  preparation  and  control  of  payrolls  and  related 
records. 

9.  The  preparation  of  all  financial  statements  and  reports  cen¬ 
trally. 

Treasury  Division. 

10.  The  preparation  of  pay  cheques  in  punched  card  form. 

Budget  Division. 

11.  The  establishment  of  a  group  to  assist  in  the  preparation  and 
presentation  of  budget  proposals. 

12.  The  relating  of  budgets  to  departmental  operations. 

13.  The  earlier  preparation  and  approval  of  budgets. 

14.  A  detailed  study  of  costs  and  costing  methods. 

15.  A  simplified  basis  for  the  approval  of  budgets. 

16.  Capital  budgeting  on  a  moving  five-year  basis. 

Supply  Division. 

17.  A  revision  in  the  method  of  securing  and  accepting  bids. 

18.  The  extension  of  requirement  contract  buying. 

19.  All  stores  to  come  under  the  control  of  the  Supply  Division. 

20.  The  restoration  of  the  Stores  catalogue. 
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21.  A  revision  in  the  system  of  control  over  stores  inventories  and 
valuations. 

22.  A  revision  in  stores  forms. 

23.  The  systematic  review  of  specifications  before  calling  for 
bids. 

24.  A  more  systematic  check  of  goods  received. 

Real  Estate  Division. 

25.  The  establishment  of  scheduling  controls  and  related  pro¬ 
cedures. 

Data  Processing  Division. 

26.  The  organization  of  a  division  to  co-ordinate  the  use  of  all 
punched  card  and  related  equipment. 

27.  A  study  of  the  feasibility  of  the  installation  of  an  electronic 
computer. 

AUDIT  DEPARTMENT. 

28.  When  the  City  Auditor  is  satisfied  that  the  revised  procedures 
provide  all  the  necessary  control  over  payments,  application  to 
repeal  the  sections  of  the  City  of  Toronto  Act  of  1909  which 
require  the  prepayment  audit  of  the  disbursements  of  the  City 
by  the  Audit  Department. 

CITY  CLERK  S  DEPARTMENT. 

29.  The  re-organization  of  the  Department  in  four  divisions:  Secre¬ 
tarial,  Elections,  Public  Information  and  Records. 

30.  The  Establishment  of  a  system  of  departmental  progress  re¬ 
ports  to  the  Board  of  Control. 

31.  The  establishment  of  a  revised  tender  procedure. 

32.  Co-ordination  of  civic  publications. 

33.  The  establishment  of  records  management  policies  and  pro¬ 
cedures  for  all  departments. 

34.  The  establishment  of  a  central  library  and  archives. 

35.  Provision  of  staff  to  the  Office  of  the  Mayor. 

36.  Preparation  of  voters’  lists  and  election  post  cards  through  the 
use  of  punched  cards. 

LEGAL  DEPARTMENT. 

37.  A  re-organization  of  the  department  according  to  activities 
performed  and  the  delegation  of  responsibilities. 

38.  The  establishment  of  procedures  for  scheduling  and  controlling 
assignments. 
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PERSONNEL  SERVICES  DEPARTMENT. 

39.  The  establishment  of  an  Organization  and  Methods  Division. 

40.  The  establishment  of  a  Labour  Relations  Division. 

41.  A  revision  in  the  job  classification  system  and  salary  structure, 
and  the  introduction  of  a  performance  rating  system. 

42.  The  introduction  of  a  manpower  survey  of  supervisory  pos¬ 
itions  in  relation  to  retirement  schedules. 

43.  The  introduction  of  a  supervisory  training  program. 

44.  A  program  for  the  planned  recruitment  of  staff. 

45.  Revisions  in  the  method  of  approving  staff  changes. 

46.  The  co-ordination  of  employee  medical  services. 

47.  Certain  changes  in  personnel  forms  and  clerical  procedures. 

PUBLIC  WORKS  DEPARTMENT. 

48.  The  establishment  of  a  Public  Works  Department  comprised  of 
seven  divisions:  Planning  and  Control,  Engineering,  Surveying, 
Operations,  Streets,  Equipment  and  Traffic.  The  Streets  Depart¬ 
ment  and  the  Surveying  and  Traffic  Divisions  which  now  report 
separately  to  the  Board  of  Control  would  become  divisions  of 
the  Public  Works  Department  under  this  proposal. 

Planning  and  Control  Division. 

49.  A  detailed  survey  of  the  methods  used  to  record  and  transmit 
information  throughout  the  Department. 

50.  A  simplified  system  for  processing  and  controlling  corres¬ 
pondence. 

51.  The  development  of  short-term  and  long-term  programs  for  the 
maintenance  of  roads,  sidewalks,  sewers,  watermains,  etc. 

52.  Establishment  of  time  schedules  to  control  all  contract  work 
and  projects  carried  out  by  the  Department. 

53.  The  co-ordination  of  local  improvement  projects  through  the 
creation  of  a  Local  Improvement  Section. 

Engineering  Division. 

54.  The  centralization  of  all  engineering  and  draughting  activities. 

55.  Some  simplification  in  draughting  methods. 

Surveying  Division. 

56.  The  centralization  of  all  survey  work  in  this  division. 

Operations  Division. 

57.  The  establishment  of  four  districts. 

58.  An  expansion  of  the  activities  to  be  carried  out  in  the  districts. 

59.  The  re-design  of  paving  equipment  to  increase  its  mobility. 

60.  The  consolidation  of  machine  shops. 

61.  A  study  of  the  profitability  of  the  city-owned  Asphalt  Plant. 
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Streets  Division. 

62.  The  establishment  of  four  districts. 

63.  An  expansion  of  the  activities  to  be  carried  out  in  the  districts. 

64.  The  further  study  of  refuse  pick-up  operations. 

65.  An  expansion  in  public  instruction  activities. 

66.  A  cost  study  and  market  analysis  of  the  Leaf  Mould  operations. 

Equipment  Division. 

67.  The  formation  of  a  division  for  the  maintenance  and  allocation 
of  all  City  vehicles  and  important  equipment. 

68.  The  development  of  formal  training  methods  for  drivers  and 
equipment  operators. 

69.  The  formulation  of  preventive  maintenance  and  replacement 
policies  for  vehicles  and  important  pieces  of  equipment. 

Traffic  Division. 

70.  The  extension  of  long-term  planning  of  traffic  control  activities. 

PUBLIC  HEALTH  DEPARTMENT. 

71.  The  establishment  of  four  Public  Health  Districts  and  the 
appointment  of  District  Medical  Officers  of  Health  responsible 
for  most  public  health  services  in  each  District. 

72.  The  consolidation  of  non-professional  activities  under  the  Exe¬ 
cutive  Assistant. 

73.  The  transfer  of  plumbing  permit  and  inspection  work  to  the 
Building  Regulation  Division  of  the  Development  Department. 

74.  The  transfer  of  laboratory  work  to  the  Province. 

75.  The  introduction  of  mechanical  means  for  compiling  operating 
statistics. 

76.  Revisions  in  certain  clerical  and  operating  procedures. 

DEVELOPMENT  DEPARTMENT. 

77.  The  formation  of  a  Development  Department  with  three  div¬ 
isions:  Building  Regulation,  Redevelopment  and  Improvement. 

Building  Regulation  Division. 

78.  The  re-allocation  of  responsibilities  among  the  proposed  De¬ 
velopment,  Parks  and  Property,  Public  Works,  Public  Health, 
Fire  and  Finance  Departments. 

79.  The  establishment  of  a  Permit  Control  Section  and  a  revision 
in  permit  issue  and  control  procedures. 

80.  The  re-organization  of  the  Inspection  Section  into  three 
branches:  Plumbing,  Elevator  and  General,  and  the  establish¬ 
ment  of  district  offices. 
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81.  Consideration  of  alternative  means  of  regulating  the  inspection 
of  elevators  and  signs. 

82.  Continuous  revision  of  regulatory  by-laws. 

83.  The  establishment  of  a  Construction  Methods  and  Materials 
Approval  Board. 

FIRE  DEPARTMENT. 

84.  The  re-organization  of  the  Department  into  three  divisions: 
Firefighting,  Training  and  Fire  Prevention. 

85.  A  revision  in  the  method  of  staffing  firefighting  platoons  and 
the  establishment  of  a  relief  platoon. 

86.  Consideration  of  the  elimination  or  reduction  in  the  number  of 
fire  alarm  boxes. 

87.  The  transfer  of  the  responsibility  for  automotive  equipment 
maintenance  to  the  Public  Works  Department. 

88.  Establishment  of  a  training  school. 

89.  Consideration  of  the  use  of  district  firemen  to  perform  fire 
prevention  inspections. 

PUBLIC  WELFARE  DEPARTMENT. 

90.  The  consolidation  of  all  welfare  services  in  one  Division. 

91.  The  establishment  of  an  Administrative  Services  Section. 

92.  The  provision  for  consultant  positions  in  the  Welfare  Services 
Division  to  replace  the  positions  of  the  Assistant  Directors. 

93.  The  provision  of  additional  clerical  supervision  in  the  district 
offices. 

94.  A  review  of  the  aims  of  the  Department  in  relation  to  staffing. 

95.  A  transfer  of  clerical  and  administrative  duties  carried  out  now 
by  the  Nutritionist  Unit. 

96.  The  amalgamation  of  the  Hospitalization  and  Nursing  Homes 
Units. 

97.  The  elimination  of  public  baths  in  the  plans  for  the  new  Welfare 
Centre. 

98.  The  elimination  of  certain  forms  and  revisions  in  certain 
clerical  procedures. 

PARKS  AND  PROPERTY  DEPARTMENT. 

99.  The  establishment  of  a  Parks  and  Property  Department  that 
would  have  six  divisions:  Services,  Maintenance,  Architectural, 
Parks,  Recreation  and  Abattoir. 

Services  Division. 

100.  The  provision  of  space  and  related  services  to  all  civic  de¬ 
partments. 

101.  The  provision  of  caretaking  and  building  operation  staffs  for 
City-owned  buildings. 
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Maintenance  Division. 

102.  The  establishment  of  uniform  maintenance  standards  for  all 
City-owned  properties. 

103.  Centralization  of  building  construction,  alteration,  maintenance 
and  repair  operations. 

Parks  Division. 

104.  The  re-organization  of  the  Division  in  three  sections:  General 
Caretaking,  Horticultural  and  Forestry. 

Recreation  Division. 

105.  The  re-organization  of  the  Division  and  the  establishment  of 
a  Planning  Section  and  four  Area  Sections:  Central,  Eastern, 
Northern  and  Western. 

PROPOSED  PLAN  OF  IMPLEMENTING  RECOMMENDATIONS. 

A  large  number  of  recommendations  have  been  set  out  in  this 
report  and  although  each  recommendation  has  been  outlined  in  some 
detail  a  great  deal  of  additional  work  will  be  required  on  the  part 
of  those  affected  in  working  out  the  full  details  and  actually  putting 
the  recommendations  into  effect.  In  addition,  as  there  are  limitations 
to  the  amount  of  time  that  the  senior  officials  can  devote  to  this  work 
without  upsetting  the  normal  business  of  the  City  it  is  necessary  to 
develop  a  schedule  or  sequence  under  which  the  changes  would  take 
place  in  the  most  orderly  manner.  In  many  instances  the  implement¬ 
ation  of  one  recommendation  cannot  begin  until  another  has  been 
completed  and  some  recommendations  are  long  term  in  nature. 
Therefore,  even  though  this  report  were  approved  in  total,  it  would 
be  several  years  before  full  implementation  could  be  achieved  under 
the  best  of  circumstances. 

Furthermore,  in  order  to  realize  the  benefits  that  should  result 
from  implementing  the  recommendations  as  promptly  and  as  effectively 
as  is  practicable,  it  is  essential  that  proper  leadership  be  provided  to 
coordinate  the  efforts  of  all  departments. 

We  have  outlined  a  plan  of  implementation  in  the  following  para¬ 
graphs  which  we  believe  is  a  practical  one  and  which  should  ac¬ 
complish  the  objectives  in  a  manner  that  would  be  least  upsetting 
to  the  whole  administration. 

Approval  of  the  report  in  principle  by 
the  Board  of  Control  and  City  Council. 

We  suggest  that  the  Board  of  Control  and  City  Council,  after  due 
consideration,  approve  the  report  in  principle  with  whatever  reserva¬ 
tions  they  may  believe  to  be  desirable.  This  approval  would  cover 
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the  overall  organization  down  to  the  divisional  level  and  the  basic 
procedures  but  would  not  necessitate  consideration  of  the  many  details 
set  out  in  addition  to  these  policy  matters. 

Because  of  the  great  amount  of  detail  that  has  been  covered  in 
the  report  it  would  be  impractical  to  expect  either  the  Board  of  Control 
or  City  Council  to  review  and  approve  or  reject  each  individual 
recommendation. 

Appointment  of  a  Committee  of  Implementation. 

In  order  to  provide  leadership  and  to  guide  the  implementation, 
we  suggest  that  a  Committee  of  Implementation  be  established.  This 
committee  would  be  most  effective  if  kept  small  in  numbers  and  pos¬ 
sibly  a  Committee  consisting  of  one  Controller,  one  Alderman  and 
two  department  heads  would  be  most  effective.  Any  such  Committee 
should,  of  course,  be  recommended  by  the  Board  of  Control  for  the 
approval  of  City  Council.  The  Committee  would  be  delegated  the 
responsibility  and  necessary  authority  to  implement  the  report.  The 
main  duties  of  the  Committee  would  be  as  follows: 

(a)  to  select  and  recommend  to  the  Board  of  Control  any  new 
department  heads  that  would  be  required  as  a  result  of  the 
report; 

(b)  to  have  the  report  reviewed  in  relation  to  present  statutes 
and  by-laws  and  recommend  to  the  Board  of  Control  such 
changes  as  may  prove  to  be  necessary  in  order  to  facilitate 
implementation ; 

(c)  to  prepare  a  detailed  schedule  of  implementation  to  be  fol¬ 
lowed  by  all  departments  and  to  control  the  progress  of  the 
overall  program; 

(d)  after  due  consideration,  to  recommend  to  the  Board  of  Control 
any  important  deviations  from  the  report.  These  would  include 
changes  in  the  overall  organization  or  basic  procedures; 

(e)  to  approve  limited  deviations  from  the  report  where  they  were 
necessary  or  desirable; 

(f)  to  provide  leadership,  guidance  and  co-ordination  to  the  de¬ 
partment  heads  in  order  to  ensure  implementation  of  the 
report  in  the  most  orderly  manner. 

Where  department  heads  were  at  variance  with  detail  recom¬ 
mendations  in  the  report  they  would  make  their  views  known  to  the 
Committee  of  Implementation.  The  Committee  would  decide  upon  the 
course  of  action  to  be  taken.  In  those  cases  where  the  decision  was  not 
in  favour  of  the  report,  the  Committee  would  approve  the  change 
if  it  was  minor  or  recommend  the  change  to  Board  of  Control  if 
important  or  of  a  policy  nature. 


SUMMARY  REPORT 


39 


Record  of  Achievement. 

Implementation  of  the  recommendations  should  produce  savings 
in  some  areas  within  a  relatively  short  period  of  time.  In  other  areas 
it  would  take  longer  and  there  would  be  cases  where  there  would  be 
some  additional  costs  of  a  temporary  nature,  e.g.  where  an  old  and  a 
new  method  must  be  maintained  for  a  short  period  of  time  while  the 
new  method  was  being  perfected.  We  suggest  that  the  Committee  of 
Implementation  maintain  a  record  of  achievement  setting  out  the 
actual  savings  that  were  realized.  This  would  not  only  provide  in¬ 
formation  on  the  value  of  the  recommendations  but  would  act  as  a 
stimulus  to  further  action  on  the  part  of  all  concerned. 

We  shall  be  glad  to  discuss  this  report  with  you  at  your  con¬ 
venience. 


Yours  very  truly, 


<£■ 


GPC:RJS 
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Exhibit  I 


CITY  OF  TORONTO, 

SURVEY  OF  CIVIC  ADMINISTRATION, 

TERMS  OF  REFERENCE  FOR  THE  ENGAGEMENT  OF  A  FIRM  OF 
MANAGEMENT  CONSULTANTS  TO  CONDUCT  THE  SURVEY. 

1.  Review  the  routines,  procedures,  duties  and  responsibilities  of  the 
administrative  departments  under  the  jurisdiction  of  the  City 
Council,  and  report  such  findings  and  make  such  recommendations, 
which  in  their  opinion,  will  provide  improvement  and  greater 
efficiency  in  departmental  operations. 

2.  Examine  the  procedure  and  efficiency  of  departments  in  the  prepar¬ 
ation  and  maintenance  of  time  sheets  and  payrolls,  and  report  on 
the  advisability  of  establishing  a  centralized  pay  division  charged 
with  all  of  the  normal  functions  and  responsibilities  of  a  pay 
division. 

3.  Review  the  need  for  the  multiplicity  of  forms  and  letterheads  now 
used  by  civic  departments  and  make  such  recommendation  as  may 
be  necessary  for  the  uniformity  and  standardization  of  forms  and 
letterheads. 

4.  Review  the  procedures  followed  by  departments  in  the  processing  of 
orders  through  the  purchasing  department  and  the  handling  of  stores 
by  each  department,  and  make  recommendations  which  will  ensure 
a  complete  centralized  purchasing  system  with  full  control  over 
all  stores. 

5.  Examine  all  acounting  procedure  to  ensure  that  complete  central¬ 
ization  of  accounting  is  in  effect  for  all  civic  departments  and  report 
thereon. 

6.  Report  on  the  advisability  of  allowing  citizens  to  pay  water  rates 
and  taxes  at  local  banks  or  trust  companies. 

7.  Report  upon  the  advisability  of  amalgamating  any  two  or  more 
administrative  departments  or  the  transferring  of  the  whole  or 
any  part  of  the  administrative  duties  and  responsibilities  of  any 
department  to  another  department  or  to  a  new  civic  adminis¬ 
trative  department  or  to  a  presently  constituted  board  or  com¬ 
mission,  or  from  any  board  or  commission  to  a  present  or  new 
civic  administrative  department. 

8.  Review  the  procedure  followed  by  departments  in  the  filing  and 
disseminating  of  information  and  literature  relating  to  particular 
subjects  or  projects  of  the  civic  administration  and  make  such  recom¬ 
mendations  deemed  advisable  for  the  creation  of  a  central  registry 
office  where  such  information  and  literature,  etc.,  may  be  filed  and 
be  available  to  any  member  of  Council,  board  or  commission,  civic 
department  or  the  general  public. 
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The  Finance  Department,  under  the  direction  of  a  Commissioner  of 
Finance,  would  be  responsible  to  the  Board  of  Control. 

DUTIES  AND  RESPONSIBILITIES. 

The  Finance  Department  would  be  responsible  for  all  of  the  finan¬ 
cial  activities  of  the  City  including  accounting  for  all  its  assets  and 
liabilities,  employing  available  funds  within  policy  limits  established  by 
the  Board  of  Control  and  establishing  accounting  and  budgetary  controls 
over  the  revenues  and  expenditures  of  the  City.  More  specifically  the 
Finance  Department  would  discharge  the  following  duties: 

1.  Maintain  in  a  central  accounting  section,  records  of  all  assets, 
liabilities,  revenues  and  expenditures  of  the  City. 

2.  Bill  and  collect  taxes  and  other  revenues  of  the  City. 

3.  Operate  accounting  controls  over  the  revenues  and  expenditures 
of  the  City. 

4.  Prepare,  for  the  Administration  and  for  the  various  depart¬ 
ments,  the  financial  reports  necessary  for  the  efficient  manage¬ 
ment  of  the  City’s  affairs. 

5.  Act  as  custodian  of  the  liquid  assets  of  the  City. 

6.  Under  the  direction  of  the  Board  of  Control,  arrange  short-term 
and  long-term  financing  as  required  by  the  City. 

7.  Arrange  adequate  insurance  coverage  of  the  City’s  assets. 

8.  Assist  the  operating  departments  in  preparing  their  operating 
and  capital  estimates. 

9.  Establish  controls  over  the  operating  and  capital  budgets  as 
approved  by  the  Administration. 

10.  Act  as  the  City’s  purchasing  agent. 

11.  Operate  a  central  stores  organization. 

12.  Attempt  in  co-operation  with  other  departments,  to  standardize 
the  materials,  equipment  and  supplies  used  by  the  City’s  depart¬ 
ments. 

13.  Buy  real  estate  as  needed  by  the  City  and  sell  property  excess 
to  the  City’s  requirements. 
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14.  Operate  a  data  processing  service  to  coordinate  the  use  of 
punched  card  and  other  related  equipment  as  required  by  the 
various  departments  of  the  City. 

A  review  of  the  broad  outline  of  the  Departmental  duties  of  the 
Finance  Department  will  indicate  that  we  are  proposing  two  important 
changes  for  the  Department.  These  are  (a)  a  consolidation  of  certain 
of  the  smaller  departments  with  the  present  Treasury  Department  and 
(b)  the  centralization  of  all  accounting  and  budgetary  matters  under 
the  direction  of  the  Commissioner  of  Finance. 

The  actual  centralization  of  accounting  and  budgetary  duties  under 
the  Commissioner  of  Finance  should  produce  the  most  economical  and 
efficient  means  of  control.  With  the  use  of  punched  card  equipment  as 
an  aid  in  processing  basic  information  it  would  be  practical  to  provide 
summary  information  for  administrative  purposes  and  more  detailed 
information  for  departmental  control  purposes  promptly  and  efficiently. 
We  are  convinced  that  not  only  will  centralized  accounting  prove  to  be 
more  efficient  but,  as  explained  more  fully  in  the  sections  of  this  report 
on  the  Accounting  and  Data  Processing  Divisions,  it  would  permit  the 
elimination  of  the  present  duplication  of  effort  between  the  Treasury 
Department  and  the  accounting  sections  in  many  operating  departments 
to  the  extent  that  an  annual  saving  of  approximately  $100,000  should 
be  possible. 

We  believe  that  the  centralization  of  the  City’s  purchasing,  stores 
and  real  estate  operations  under  the  overall  control  of  the  Commissioner 
of  Finance  is  a  logical  change  in  that  it  will  not  only  reduce  the  number 
of  departmental  groups  reporting  to  the  Board  of  Control  but  will  also 
make  for  more  effective  control  over  these  operations. 

The  work  of  both  the  Purchasing  Department  and  the  Real  Estate 
Department  comprises  two  elements.  The  first  of  these  is  the  exercise 
of  a  considerable  amount  of  judgment  and  technical  skill  by  a  relatively 
small  number  of  people.  The  second  involves  the  carrying  out  of  a 
great  mass  of  detailed  clerical  work.  It  is  in  this  latter  work  that  by 
far  the  greater  part  of  the  departments’  personnel  are  involved. 

Placing  these  departments  under  the  control  of  the  Commissioner 
of  Finance  will  not  require  his  intervention  in  the  work  of  the  technical 
personnel  in  the  departments  except  to  the  extent  that  he  will  have  the 
over-all  responsibility  for  seeing  that  they  are  carrying  out  their  duties 
in  accordance  with  the  policies  and  procedures  laid  down  by  the  Board 
of  Control.  It  would  be  desirable,  however,  for  the  Commissioner  of 
Finance  to  have  the  active  supervision  of  the  clerical  personnel  in  these 
two  operations. 

Not  only  are  the  requirements  of  this  work  similar  to  those  of  most 
of  the  other  work  for  which  the  Commissioner  of  Finance  is  responsible, 
but  the  clerical  workers  in  these  operations  are  preparing  much  of  the 
source  information  from  which  the  City’s  accounts  are  developed.  The 
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direct  supervision  of  these  operations  by  the  Commissioner  of  Finance 
would  be  of  material  assistance  in  carrying  out  the  centralization  of 
accounting  and  budgetary  controls  and  in  ensuring  that  the  savings 
which  are  possible  from  these  measures  will  in  fact  be  achieved. 

ORGANIZATION. 

For  the  effective  operation  of  the  Finance  Department  we  propose 
the  establishment  of  six  divisions  each  under  the  control  of  a  director 
who  in  turn  would  be  responsible  directly  to  the  Commissioner  of 
Finance. 

A  chart  of  the  divisional  organization  is  set  out  on  the  following 
page. 

While  more  specific  reference  to  the  duties  and  responsibilities, 
organization  and  procedures  of  the  various  divisions  as  shown  are  con¬ 
tained  in  subsequent  sections  of  this  report,  the  main  features  of  the 
proposed  plan  of  organization  are: 

1.  The  subdivision  of  the  present  Treasury  Department  into  two 
separate  divisions — Accounting  and  Treasury. 

The  Accounting  Division  would  maintain  accounting  con¬ 
trols  of  the  revenues  and  expenditures  of  the  City  and  would 
keep  accounting  records  of  the  assets,  liabilities  and  operating 
results  of  both  the  City  as  a  whole  and  the  individual  depart¬ 
ments.  The  Treasury  Division,  on  the  other  hand,  would  act  as 
custodian  of  the  City’s  liquid  assets,  arrange  financing  as 
directed  by  the  Board  of  Control  and  ensure  adequate  insurance 
coverage  of  the  City’s  assets. 

2.  The  establishing  of  a  separate  division  responsible  for  the 
budget. 

It  was  generally  agreed  during  our  discussions  with  senior 
personnel  that  there  was  need  for  a  group  in  the  City’s  organi¬ 
zation  to  assist  in  the  preparation  of  departmental  estimates 
and  to  coordinate  the  presentation  of  the  budget  proposal  to 
the  Administration.  The  Budget  Division  would  maintain  finan¬ 
cial  controls  throughout  the  year  over  the  budget  as  finally 
approved  by  the  Administration. 

3.  As  previously  mentioned  the  Supply  and  Real  Estate  Divisions, 
rather  than  reporting  separately  to  the  Board  of  Control,  would 
become  divisions  reporting  to  the  Commissioner  of  Finance. 

4.  A  separate  division  would  be  established  to  coordinate  the  use 
of  punched  card  and  other  related  equipment  for  all  the  depart¬ 
ments  of  the  City.  This  Data  Processing  Division  would  be  res¬ 
ponsible  for  providing  service  not  only  to  the  Finance  Depart¬ 
ment  but  to  all  departments  in  matters  where  the  use  of 
punched  card  equipment  is  warranted. 
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ACCOUNTING  DIVISION. 

The  Accounting  Division  of  the  Finance  Department  would  operate 
under  the  supervision  of  a  Director  of  Accounting  who  would  be  respon¬ 
sible  to  the  Commissioner  of  Finance. 

DUTIES  AND  RESPONSIBILITIES. 

The  main  duties  and  responsibilities  of  the  Accounting  Division 
would  be  as  follows: 

1.  To  maintain  controls  over  the  City’s  revenues  from  all  sources. 

2.  To  maintain  facilities  for  the  receiving  of  revenues. 

3.  To  bill  and  collect  taxes  and  other  revenues  of  the  City. 

4.  To  assemble  and  review  documents  and  other  records  in  sup¬ 
port  of  the  City’s  expenditures. 

5.  To  maintain  payroll  records. 

6.  To  initiate  payment  of  the  City’s  obligations. 

7.  To  maintain  records  of  the  City’s  assets  and  liabilities. 

8.  To  control  and  co-ordinate  the  billing  for  and  distribution  of 
the  costs  of  services  and  materials  between  various  City  de¬ 
partments  and  between  City  departments  and  other  depart¬ 
ments,  agencies  or  boards  with  whom  the  City  deals. 

9.  To  prepare  reports  from  the  accounting  records  for  all  depart¬ 
ments  within  the  City  and  for  the  Board  of  Control  and  City 
Council  as  required. 

In  summary  the  Accounting  Division  would  in  fact  become  a 
central  accounting  organization  and  would  be  responsible  for  the 
accounting  control  over  all  assets,  liabilities,  revenues  and  expenditures 
of  the  City,  thereby  eliminating  the  duplication  of  accounting  work  that 
is  inherent  in  the  present  system. 

ORGANIZATION. 

The  efficient  operation  of  the  Accounting  Division  would  involve 
a  further  organizational  sub-division  to  conform  with  a  logical  alloca¬ 
tion  of  the  duties  outlined  previously.  We  believe  that  the  divisional 
structure  set  out  on  the  following  page  would  prove  most  satisfactory. 

Each  section  reporting  to  the  Director  of  Accounting  would  operate 
under  the  control  of  a  supervisor  who  would  in  turn  coordinate  and 
direct  the  activities  of  the  various  branches  of  his  section.  The  main 
feature  of  this  proposed  organization  is  that  the  sections  would  be 
responsible  for  all  financial  matters  concerning  revenue,  disbursements 
and  general  accounting  respectively.  Under  the  present  organizational 
structure,  the  lines  of  responsibility  for  these  matters  are  not  always 
clearly  defined. 
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The  three  sections  of  the  Accounting  Division  are  discussed  more 
fully  in  the  following  pages  in  which  we  have  indicated  for  each  section 
the  duties  and  responsibilities,  organization  and  procedures  of  each  of 
the  proposed  units  comprising  it. 

REVENUE  SECTION. 

The  Revenue  Section  would  operate  under  the  direction  of  a 
Revenue  Supervisor,  who  would  be  responsible  to  the  Director  of 
Accounting. 

Duties  and  Responsibilities. 

As  its  name  implies  the  Revenue  Section  would  be  responsible  for 
the  billing,  receiving,  collecting  and  accounting  for  all  revenues  of  the 
City.  More  specifically  the  Revenue  Section  would  discharge  the  fol¬ 
lowing  duties: 

1.  Bill  all  property  and  business  taxes. 

2.  Bill  all  water  rates. 

3.  Bill  all  recurring  licenses  issued  by  the  City. 

4.  Control  all  other  revenues  of  the  City,  whether  from  rentals, 
from  permit  fees,  for  services  rendered  by  the  City  or  from 
other  sources. 

5.  Receive  all  moneys  due  to  the  City  and  deposit  them  in  bank 
accounts  as  directed  by  the  Treasurer. 

6.  Collect  all  accounts  due  to  the  City. 

7.  Enforce  any  legal  rights  the  City  may  have  in  the  process  of 
collection  of  accounts. 

8.  Account  for  all  revenues  of  the  City  for  entry  in  the  general 
accounting  records. 

While  there  is  nothing  unusual  in  the  above  list  of  duties  and 
responsibilities,  the  new  concept  in  our  proposal  as  far  as  the  City  is 
concerned,  is  the  recommended  centralized  control  and  responsibility 
for  the  performance  of  these  duties.  We  visualize  that,  in  addition  to 
the  more  efficient  control  and  means  of  reporting  revenues,  economies 
would  result  from  the  centralization  of  the  revenue  collecting  processes. 

The  improvement  in  the  control  over  the  revenues  of  the  City  is 
partially  predicated  on  the  establishing  of  a  central  or  master  punched 
card  file  identifying  each  parcel  of  land  in  the  City.  On  these  cards 
statistical  information  would  be  included  concerning  the  buildings 
situated  on  the  land,  and  the  occupants  thereof. 

Some  of  the  information  that  would  be  recorded  on  these  master 
punched  cards  is  now  recorded  on  addressograph  plates.  The  justifi¬ 
cation  for  the  conversion  to  punched  cards  is  the  reduction  in  the  cost 
of  many  procedures,  and  the  greater  flexibility  of  punched  cards  in 
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the  preparation  of  assorted  information  from  one  central  source. 
The  punched  cards  could  not  only  be  used  to  print,  thus  replacing  the 
addressograph  plates,  but  could  be  sorted  and  interfiled  mechanically. 
In  addition  arithmetic  computations  could  be  performed  with  them 
and  they  would  afford  much  greater  flexibility  and  variety  of  choice 
in  mechanical  (rather  than  manual)  methods  of  printing,  adding,  etc. 

Punched  cards  offer  other  advantages.  In  the  first  place  they  are 
easier  and  cheaper  to  change.  Changes  to  the  central  addressograph 
files  are  running  in  excess  of  one  thousand  per  day,  which  represents 
almost  a  complete  renewal  of  the  file  each  year. 

The  master  punched  card  file  would  identify  each  parcel  of  land 
by  an  appropriate  code  number  and  would  be  supported  by  information 
concerning  frontage,  property  description,  name  and  address  of  fran¬ 
chise  holders  (either  owners  or  occupants),  assessed  values,  type  of 
school  supporter,  type  of  business  conducted  on  the  property  (if  appli¬ 
cable),  basis  of  charging  water  rates,  basic  license  information  and 
other  statistical  information. 

Aside  from  providing  the  basic  means  of  controlling  certain  of 
the  City’s  revenues,  the  master  card  file  would  be  used  in  the  prepara¬ 
tion  of  voters’  lists,  jury  lists  and  statistical  information  of  many 
kinds.  The  voters’  list  application  of  these  cards  is  discussed  more 
fully  in  the  section  of  our  report  dealing  with  the  City  Clerk’s  Depart¬ 
ment.  It  is  estimated  that  this  application  alone  will  result  in  an 
annual  saving  of  more  than  $15,000,  largely  in  typing  and  printing 
costs. 

Organization. 

The  proposed  organization  of  the  Revenue  Section  of  the  Account¬ 
ing  Division  is  as  shown  on  the  facing  page.  Each  branch  would  be 
under  the  control  of  a  supervisor  who  in  turn  would  be  responsible  to 
the  supervisor  of  the  Revenue  Section. 

We  outline  in  some  detail  in  the  following  portion  of  this  section, 
and  in  the  appendices  hereto,  the  procedures  recommended  for  each 
branch.  In  general,  however,  each  of  the  branches  shown  above  would 
be  responsible  for  one  specific  phase  of  the  revenue  operations  of  the 
City.  An  outline  of  the  proposed  branch  duties  and  responsibilities  is 
as  follows: 

The  Tax  Branch  would — 

1.  Maintain  control  over  the  property  and  business  tax  revenues 
of  the  City; 

2.  Bill  property  and  business  taxes; 

3.  Maintain  accounts  receivable  controls  over  taxes  billed; 

4.  Collect  arrears  of  current  year’s  taxes; 
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5.  Report  tax  revenues  as  billed  to  the  General  Accounting 

Section. 

The  Water  Revenue  Branch  would— 

1.  Maintain  control  over  the  water  revenues  of  the  City; 

2.  Read  water  meters  where  installed; 

3.  Bill  water  rates,  both  flat-rate  and  meter-measured; 

4.  Deliver  flat-rate  water  bills; 

5.  Maintain  accounts  receivable  controls  over  water  rates  billed; 

6.  Collect  arrears; 

7.  Report  water  revenue  as  billed  to  the  General  Accounting 
Section. 

The  Sundry  Revenue  Branch  would — 

1.  Maintain  control  over  all  revenues  of  the  City  except  property 
and  business  taxes  and  water  revenues; 

2.  Bill  all  recurring  licenses  issued  by  the  City; 

3.  Maintain  accounts  receivable  control  over  all  sundry  accounts 
billed  by  the  City; 

4.  Collect  arrears  of  current  year’s  accounts; 

5.  Report  sundry  revenue  of  the  City,  either  as  billed  or  received, 
to  the  General  Accounting  Section. 

The  Administrative  Branch  would — 

1.  Answer  public  inquiries  regarding  property  and  business  taxes, 
water  rates  and  other  matters  related  to  the  revenues  of  the 
City; 

2.  Provide  solicitors  with  the  tax  certificates  that  are  required 
when  properties  are  sold  in  the  City. 

The  Cashiers’  Branch  would — 

1.  Receive  the  revenues  of  the  City; 

2.  Deposit  the  applicable  funds  in  bank  accounts  as  directed  by 
the  Treasurer; 

3.  Report  receipts  to  the  General  Accounting  Section. 

The  Enforcement  Branch  would — 

1.  Collect  accounts  due  to  the  City  remaining  in  arrears  at  the 
end  of  any  year; 

2.  Calculate  interest  and  penalties  applicable  on  payment  of 
accounts  in  arrears; 

3.  Enforce  any  legal  rights  the  City  may  have  in  the  process  of 
collecting  accounts; 

4.  Conduct  tax  sales  of  properties  in  cases  of  property  seizures. 

Procedures. 

The  general  procedures  to  be  followed  by  the  various  branches  of 

the  Revenue  Section  are  set  out  below.  In  some  cases  these  general 
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procedures  are  supplemented  by  more  detailed  notes  set  out  in  ap¬ 
pendices  to  this  section. 

Tax  Branch. 

Details  of  the  proposed  procedures  are  set  out  in  Appendix  I  of 
this  section.  These  procedures  involve  the  use  of  punched  card  equip¬ 
ment  in  the  calculation  of  the  individual  taxes  due,  in  the  preparation 
of  the  tax  bills  and  instalment  notices,  and  in  the  subsequent  posting 
of  the  ledgers.  Aside  from  the  benefits  of  punched  card  equipment  as 
previously  outlined  and  as  referred  to  in  the  appendices,  the  effect  of 
the  rapid  and  automatic  posting  of  accounts  is  that  this  activity  could 
be  kept  up  to  date  without  the  necessity  of  night  shifts  and  without 
the  necessity  for  long  absences  of  the  individual  records  from  the  files. 
Other  advantages  of  using  punched  cards  in  this  Branch  would  include: 
the  more  rapid  and  frequent  addition  of  ledgers  than  at  present  to 
reconcile  receivable  balances;  the  production  of  year-end  tax  statistics 
in  different  forms  promptly  and  automatically;  the  quick  and  efficient 
development  of  special  arrears  information. 

Considering  only  the  mechanical  and  labour  costs  of  the  present 
method  of  tax  billing  and  control  and  the  labour  and  machine  costs 
of  a  punched  card  application,  it  appears  that  the  cost  of  preparing 
tax  bills  could  be  reduced  by  more  than  $10,500  per  annum,  if  rate¬ 
payers  are  to  pay  their  accounts  in  two  instalments.  An  even  greater 
saving  relative  to  the  present  method  would  be  realized  if  it  later 
became  necessary  to  increase  the  number  of  instalments.  In  addition 
it  is  likely  that  the  requirement  for  the  five  or  six  people  presently 
engaged  in  maintaining  control  figures  could  be  considerably  reduced. 

The  present  practice  of  the  City  has  been  to  collect  property  and 
business  taxes  in  three,  and  in  more  recent  years,  two  instalments. 
These  instalments  are  due  and  payable  during  the  latter  part  of  the 
year  after  the  tax  rates  for  the  year  have  been  determined.  The  pro¬ 
cedures  outlined  in  Appendix  I  are  based  on  this  present  practice  and 
as  designed  would  permit  some  expansion  of  the  number  of  annual 
tax  instalments  payable  by  ratepayers,  after  the  rates  for  the  year  had 
been  established. 

Should  the  Administration  decide  to  collect  some  tax  instalments 
from  ratepayers  before  the  tax  rates  for  the  year  had  been  finally 
settled,  adjustments  would  have  to  be  made  in  the  procedures  outlined 
in  Appendix  I.  However,  these  adjustments  would  be  relatively  easy 
to  make  and  would  not  invalidate  the  conclusion  that  the  cost  of  pre¬ 
paring  and  controlling  tax  billings  with  punched  card  equipment  would 
be  more  economical  and  efficient  than  the  present  method. 

Water  Revenue  Branch. 

We  reviewed  the  present  organization  and  procedures  of  the  Water 
Revenue  Branch  and  found  that  the  work  was  well  planned  and  that 
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the  branch  was  relatively  efficient.  However,  substantial  annual  sav¬ 
ings  would  be  made  in  the  billing  and  collection  of  the  City’s  water 
revenues  if  the  following  changes  were  made  in  the  present  billing 
methods: 

1.  A  revision  in  the  present  basis  of  billing  flat  rate  accounts. 

The  present  basis  is  a  “Scale  of  General  Water  Rates”  as 
set  out  in  By-law  No.  17098  passed  by  City  Council  on  Novem¬ 
ber  11,  1947.  This  scale  is  so  set  up  in  the  detail  of  separate 
charges  for  sinks,  toilets,  fish  tanks,  etc.,  that  a  periodic 
physical  inspection  is  unavoidable  if  the  record  of  such  items 
is  to  be  kept  up-to-date  and  the  By-law  adequately  observed. 

We  recommend  a  revision  in  the  detail  of  the  scale  in  such 
a  way  that  the  pertinent  data  could  be  taken  from  the  master 
land  file  of  properties.  This  would  greatly  reduce  the  amount 
of  flat-rate  inspection  which  now  accounts  for  roughly  70  per 
cent,  of  the  time  of  the  Water  Revenue  Inspection  Branch. 
Such  a  change  would  make  possible  a  saving  of  at  least  $50,000 
a  year. 

2.  The  use  of  punched  card  equipment  for  billing  and  controlling 
water  revenues. 

We  estimate  that  an  annual  saving  of  $10,000  would  be 
possible  in  billing  and  controlling  flat  rate  accounts  alone 
primarily  as  the  result  of  the  automatic  matching  of  payments 
against  billings  which  would  be  possible  with  the  use  of 
punched  cards. 

3.  Transferring  to  the  Public  Works  Department  the  respon¬ 
sibility  for  shutting  off  and  turning  on  of  water  supplies. 

With  the  establishing  of  district  offices  in  the  Public  Works 
Department,  it  would  be  more  practical  to  have  that  depart¬ 
ment  shut  off  and  turn  on  water  supplies  for  ratepayers  than 
to  have  the  Water  Revenue  Inspectors  do  it. 

The  implementation  of  the  proposals  set  out  above  would  require 
very  little  change  in  the  basic  organization  of  the  Water  Revenue 
Branch.  There  would  be  an  Inspection  Unit  and  a  Control  Unit  each 
responsible  to  the  Supervisor  of  the  Branch  who  would  be  responsible 
in  turn  for  coordinating  their  activities. 

The  responsibilities  of  the  Inspection  Unit  would  include: 

1.  Reading  water  meters. 

2.  Delivering  flat-rate  water  bills. 

Subsequent  investigation  might  prove  that  these  bills 
should  be  mailed  rather  than  delivered. 
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3.  Assisting  in  the  collection  of  arrears  of  accounts. 

The  duties  and  responsibilities  of  the  Control  Unit  would  include: 

1.  For  meter-measured  accounts — 

(a)  Maintaining  control  over  the  number  of  metered  accounts; 

(b)  Controlling  the  preparation  of  bills  including  the  develop¬ 
ment  of  estimated  consumption  in  cases  of  meter  faults; 

(c)  Investigating  meter  consumption  in  cases  of  significant 
variations  from  previous  periods  or  from  other  consump¬ 
tion  standards. 

2.  Controlling  the  distribution  of  bills  including  the  mailing  of 
meter-measured  bills  and  the  special  list  of  flat-rate  accounts. 

3.  Maintaining  control  over  the  accounts  receivable,  including  the 
preparation  of  reports  on  arrears. 

4.  Taking  appropriate  action  in  the  case  of  delinquent  accounts. 

5.  Controlling  the  preparation  of  revenue  entries  of  accounts 
billed  for  the  General  Accounting  Section. 

With  a  revision  in  the  basis  of  billing  flat-rate  accounts  combined 
with  the  use  of  punched  card  equipment,  many  of  the  present  controls 
and  procedures  of  the  Water  Revenue  Branch  would  be  unnecessary. 
The  detailed  procedures  that  we  recommend  are  outlined  in  Appendix 
II  to  this  section. 

Apart  from  the  recommendations  set  out  above,  some  additional 
savings  would  result  if  the  flat-rate  water  accounts  were  billed  only 
once  a  year  instead  of  twice. 

This  is  a  policy  matter  that  might  be  considered  by  the  Adminis¬ 
tration  in  conjunction  with  its  general  policy  of  instalment  collection 
of  taxes  and  billing  of  services. 

Sundry  Revenue  Branch. 

The  Sundry  Revenue  Branch  would  become  the  central  control  unit 
for  all  the  City’s  revenues  other  than  for  taxes  and  water  rates.  As 
such  this  branch  would  be  in  constant  communication  with  many  of 
the  departments  whose  operations  directly  or  indirectly  result  in  reve¬ 
nue  to  the  City  either  in  the  form  of  permit  fees,  licenses,  rentals,  in 
payment  for  services  rendered  by  the  City  or  from  other  sources. 

While  we  have  not  outlined  detailed  procedures  to  be  followed  by 
the  Sundry  Revenue  Branch  in  maintaining  the  necessary  controls  over 
each  specific  item  of  revenue,  we  have  outlined  the  basic  procedures 
that  would  be  followed  in  controlling  each  of  the  several  general 
classifications  in  which  these  revenues  would  fall.  These  procedures 
are  dealt  with  below  under  five  headings  which  have  been  designed 
to  cover  items  that  are  similar  in  nature  by  reason  of  their  frequency 
of  occurrence  and  the  normal  means  employed  in  their  collection. 
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1.  Accounts  that  recur  regularly  and  hence  may  be  predetermined. 

This  classification  would  include  all  property  rentals,  including 
sani-poster  advertising,  dry-cleaning  licenses,  elevator  licenses  and 
all  renewals  of  encroachment  licenses. 

We  have  made  an  analysis  of  the  volume  of  each  of  the  fore¬ 
going  revenue  items  and  believe  that  the  use  of  punched  card 
equipment  would  be  warranted  only  for  renewals  of  encroachment 
licenses  and  for  passenger  elevator  licenses.  Manual  billing 
would  be  made  of  dry-cleaning  licenses  and  sani-poster  advertising 
while,  in  most  cases,  billings  would  not  be  required  for  property 
rentals. 

In  the  case  of  permits  we  recommend  that  the  first  year’s 
license  fee  should  be  included  in  the  cost  of  the  permit.  Thereafter 
the  licenses  would  be  billed  annually  by  the  Sundry  Revenue 
Branch.  The  recommended  procedure  for  controlling  license  fees 
of  these  types  is  outlined  in  some  detail  in  Appendix  III  to  this 
Section. 

Where  manual  billing  operations  were  to  be  used,  accounts 
receivable  controls  would  be  maintained  through  the  use  of  dupli¬ 
cate  bills.  As  accounts  were  paid  the  payment  stub  would  be  re¬ 
conciled  with  the  duplicate  bill  retained  in  the  accounts  receivable 
file  and  any  unmatched  accounts  would  represent  the  outstanding 
accounts. 

2.  Accounts  of  a  special  or  irregular  nature  that  would  be  billed  by  the  Sundry 
Revenue  Branch  to  the  individual  or  agency  receiving  the  service  involved. 

This  classification  of  revenues  would  include,  among  others, 
billings  for  audit  fees,  survey  fees,  sale  of  metal  from  destructors, 
sale  of  waste  paper  by  the  Streets  Division  of  the  Public  Works 
Department,  stores  issues  by  the  Supply  Division  to,  and  recovery 
of  debt  charges  from,  The  Municipality  of  Metropolitan  Toronto, 
the  Board  of  Education,  and  various  utilities. 

While  the  information  for  all  of  these  billings  would  originate 
in  many  departments,  it  would  be  forwarded  to  the  Sundry  Reve¬ 
nue  Branch  for  review  and  billing. 

Because  the  volume  of  such  items  would  be  relatively  small, 
the  billings  and  control  would  be  manual. 

3.  Accounts  which  by  their  nature  are  more  readily  collected  by  the  individual 
departments  at  the  time  of  rendering  the  service  involved. 

This  classification  of  revenues  would  include  most  fees  collected 
by  the  City,  i.e.  plumbing  fees  by  the  Development  Department, 
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conveyance  fees  by  the  Legal  Department,  marriage  licenses  by  the 
City  Clerk’s  Department,  etc.  It  would  also  include  admittance 
charges  to  artificial  ice  rinks  and  admittances  to  public  baths 
operated  by  the  Parks  and  Property  and  Public  Welfare  Depart¬ 
ments  respectively. 

The  revenues  from  items  of  this  general  class  would  be 
received  initially  by  the  department  concerned  but  the  overall 
control  and  reporting  of  such  revenues  would  be  the  responsibility 
of  the  Sundry  Revenue  Branch.  After  collection,  the  individual 
departments  would  forward  the  cash  received  to  the  Cashiers’ 
Branch  of  the  Revenue  Section  for  deposit  with  a  notation  of  the 
amount  included  and  the  nature  of  the  revenue  involved.  The  de¬ 
partment  concerned  would  also  submit  at  that  time  a  report  to 
the  Sundry  Revenue  Branch  indicating  the  particulars  of  the 
amounts  transferred.  In  some  cases  it  might  be  preferable  for 
the  individual  department  to  deposit  the  cash  received  at  a  branch 
bank,  submitting  the  supporting  deposit  slips  to  the  Cashiers’ 
Branch  in  the  place  of  the  actual  cash. 

The  cashier  would,  on  receipt  of  cash,  validate  the  accompany¬ 
ing  notation  and  would  also  validate  one  of  the  punched  cards 
available  to  him,  indicating  thereon  his  own  code  number,  the  date 
and  the  particulars  concerning  the  receipt.  This  card,  which  would 
be  key-punched  subsequently,  would  be  used  first  to  balance  the 
cashier’s  receipts  for  the  day  and  subsequently  listed  to  support 
the  income  entry  in  the  general  accounting  records. 

Accounts  which  while  not  necessarily  payable  immediately  could  be  better 
billed  and  collected  by  the  department  or  division  performing  the  service 
involved. 

This  classification  would  include  slaughtering  and  other  charges 
made  by  the  Abattoir  Division  of  the  Parks  and  Property  Depart¬ 
ment. 

The  procedures  followed  in  the  control  and  accounting  for 
revenues  falling  in  this  classification  would  be  as  follows: 

(a)  The  division  involved  would  prepare  and  submit  each  day  to 
the  Sundry  Revenue  Branch  summaries  of  accounts  billed. 
These  reports  would  be  used  as  the  basis  of  the  general  ledger 
revenue  and  receivable  entries. 

The  detailed  receivable  records  would  be  maintained  by  the 
division  concerned. 

(b)  As  cash  was  received  in  payment  of  accounts,  it  would  either  be 
forwarded  directly  to  the  Cashiers’  Branch  or  deposited  locally 
and  the  duplicate  deposit  slip  forwarded  to  the  Cashiers’ 
Branch.  In  either  case  a  notation  would  be  forwarded  of  the 
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details  which  would  then  be  used  to  support  the  cashier’s  re¬ 
ceipts  for  the  day  and  subsequently  as  the  basis  of  preparing 
the  general  ledger  cash  receipts  entries. 

5.  Other  accounts  which  would  normally  be  received  by  the  main  cashiers  but 
which  would  not  be  billed  as  accounts  receivable. 

This  classification  would  include  interest  and  dividends  from 
investments,  tax  certificate  revenue  and  tax  sale  commissions. 

Items  in  this  classification  would  be  recorded  as  revenues  when 
received.  Because  the  volume  of  such  items  would  be  relatively 
small,  a  manual  summary  of  the  day’s  receipts  of  this  type  would 
be  maintained  by  the  cashier  for  balancing  his  day’s  receipts. 
Subsequently,  the  chief  cashier  when  balancing  all  receipts  for  the 
day  would  prepare  summaries  of  all  transactions  of  this  kind  for 
posting  to  the  general  accounts. 

In  summation,  the  Sundry  Revenue  Branch  would  maintain  con¬ 
trols  over  the  City’s  revenues  from  sundry  sources.  In  the  case  of 
items  to  be  billed  centrally,  this  would  involve  controlling  the  prepara¬ 
tion  of  the  bills  proper,  maintaining  controls  over  the  accounts  receiv¬ 
able  balances,  and  controlling  the  preparation  of  posting  summaries 
for  the  General  Accounting  Section.  In  the  case  of  items  collected  in 
cash  by  the  individual  departments,  the  Sundry  Revenue  Branch  would 
prepare  analytical  information  as  required  by  the  Administration  or 
by  the  individual  departments. 

Administrative  Branch. 

Since  the  prime  responsibility  of  the  Administrative  Branch 
would  be  to  answer  public  enquiries,  it  is  impractical  to  detail  pro¬ 
cedures  to  be  followed  by  the  Branch  in  the  performance  of  the  greater 
part  of  its  duties.  Most  of  the  procedures  would  depend  upon  the 
initiative  of  the  Supervisor  of  the  Branch. 

We  recommend  that,  in  addition  to  answering  other  public  inquiries, 
the  Administrative  Branch  rather  than  the  Enforcement  Branch, 
provide  solicitors  with  the  tax  certificates  that  are  required  on  the 
sale  of  properties  within  the  City. 

Cashiers’  Branch. 

The  Cashiers’  Branch  would  operate  under  the  direction  of  a  Chief 
Cashier  and  would  be  responsible  to  the  Revenue  Supervisor. 

While  the  procedures  to  be  followed  by  the  Cashiers’  Branch  have 
been  referred  to  in  some  detail  in  other  portions  of  this  report  with 
reference  to  specific  phases  of  their  work,  a  summary  of  the  general 
procedures  that  would  be  used  by  the  Branch  are  included  in  Appendix 
IV  to  this  section. 
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Enforcement  Branch. 

Three  of  the  present  offices  reporting  to  the  Superintendent  of 
Tax  and  License  Revenue  would  be  consolidated  in  the  Enforcement 
Branch.  The  work  of  these  three  offices,  the  Tax  Supervisors  Office, 
the  Business  Tax  Office,  and  the  Arrears  of  Tax  Office,  all  relate  to 
the  collection  of  property  and  business  taxes  remaining  unpaid  at  the 
end  of  the  year  of  billing.  There  is  such  a  close  relationship  between 
these  three  offices  that  it  is  most  logical  that,  for  administration  and 
control  purposes,  they  be  placed  under  the  direction  of  one  Supervisor 
and  be  made  responsible  directly  to  the  Revenue  Supervisor. 

Many  of  the  procedures  followed  in  the  collection  of  arrears  are 
dictated  by  law  and  hence  must  be  adhered  to  rigidly.  With  the  use 
of  punched  card  records  of  receivables,  however,  many  of  the  routine 
procedures  would  be  simplified. 

The  Enforcement  Branch  would  be  responsible  primarily  for  col¬ 
lecting  arrears  of  property  and  business  taxes,  although  with  the 
trained  personnel  available  in  the  branch,  it  would  be  practical  to  ex¬ 
tend  this  work  to  cover  arrears  of  other  revenues  of  the  City. 

The  Enforcement  Branch  would  not  perform  any  accounting  work 
as  such,  but  rather  would  confine  itself  to  collecting  accounts,  negotiat¬ 
ing  payment  arrangements  and  enforcing  any  legal  rights  the  City  may 
have  in  the  collection  of  accounts.  The  Enforcement  Branch  would  be 
provided  with  listings  of  arrears  by  years  which  would  remove  the 
necessity  of  their  keeping  any  records.  On  request,  other  listings  of 
arrears  would  be  readily  prepared  from  available  records  whether  such 
listings  were  required  by  years,  by  account  numbers  for  a  number  of 
years,  or  for  other  revenues  as  well  as  taxes.  All  of  these  listings 
would  be  prepared  automatically  and  quickly  from  records  that  would 
always  be  up  to  date. 

As  noted  elsewhere  in  this  report,  in  order  to  improve  the  City’s 
control  over  a  ratepayer’s  liability  for  interest  on  arrears,  we  recom¬ 
mend  that  before  a  payment  of  arrears  is  accepted  at  the  cashier’s 
wicket  that  the  cashier  be  required  to  call  a  representative  of  the 
Enforcement  Branch.  In  the  Enforcement  Branch,  the  ratepayer’s 
account  would  be  reviewed  and  the  cashier  informed  of  the  amount  of 
interest  due. 

In  the  case  of  sales  of  properties  seized  for  taxes,  the  accounting 
entries  would  be  made  by  the  Tax  Branch  based  on  the  information 
supplied  by  the  Enforcement  Branch.  So  that  they  would  remain  in¬ 
formed  of  the  disposition  of  all  accounts,  the  Enforcement  Branch 
would  be  supplied  with  listings  of  accounts  subject  to  redemption  along 
with  notations  of  the  amounts  involved. 
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Payment  of  Accounts  at  Local  Banks. 

Most  public  utilities  authorize  banks,  trust  companies,  and  other 
agencies  to  collect  accounts  for  them.  The  charges  made  by  banks 
for  this  service  are  presently  either  seven  or  ten  cents  per  payment, 
depending  upon  the  amount  involved,  and  are  payable  by  the  rate¬ 
payers.  We  understand  from  the  larger  public  utilities  in  the  Toronto 
area  that  the  practice  of  payment  of  accounts  through  banks  is  not 
common.  We  ascertained  that  no  more  than  10%  of  accounts  are  paid 
in  this  manner. 

There  are  no  apparent  disadvantages  to  allowing  citizens  to  pay 
water  rates  and  taxes  at  local  banks  and  trust  companies.  We  suggest, 
however,  that  if  the  Administration  approves  such  a  policy  that  the 
banks  and  trust  companies  be  authorized  to  accept  only  full  payment 
of  accounts  from  ratepayers  as  indicated  on  the  payment  stubs  sub¬ 
mitted  with  their  payments.  Further,  we  recommend  that  in  the  case 
of  the  payment  of  taxes,  the  banks  be  authorized  to  accept  payments 
only  until  the  instalment  due  date  since  the  banks  would  be  in  no  posi¬ 
tion  to  calculate  the  interest  due  on  late  payments. 

DISBURSEMENT  SECTION. 

The  Disbursement  Section  would  operate  under  the  direction  of  a 
Disbursement  Supervisor  and  would  be  responsible  to  the  Director  of 
Accounting. 

Duties  and  Responsibilities. 

The  Disbursement  Section  of  the  Accounting  Division  would  dis¬ 
charge  the  following  duties: 

1.  Assemble  and  review  transaction  documents  in  support  of  the 
City’s  expenditures. 

2.  Maintain  files  of  outstanding  purchase  orders  in  a  form  permit¬ 
ting  easy  calculation  of  purchase  commitments. 

3.  Arrange  preparation  of  cheques  and  cheque  registers. 

4.  Receive  and  assemble  employee  time  reports. 

5.  Prepare  payrolls. 

6.  Maintain  employees’  earnings  and  other  related  records. 

7.  Arrange  preparation  of  labour  distribution  reports. 

8.  Control  preparation  of  posting  summaries  of  all  expenditures 
by  the  City  for  the  General  Accounting  Section. 

The  most  important  individual  change  in  accounting  duties  and 
responsibilities,  as  proposed,  is  in  the  organization  of  a  central  Dis¬ 
bursement  Section  within  the  Accounting  Division.  This  would  permit 
the  economical  use  of  punched  card  equipment  in  the  preparation  of 
all  expenditure  records.  An  increase  in  efficiency  in  the  preparing  of 
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reports  should  thereby  result.  In  addition,  substantial  dollar  savings 
would  be  possible  with  the  elimination  of  the  duplication  of  accounting 
effort  regarding  disbursements  that  is  inherent  in  the  present  account¬ 
ing  organization.  With  the  centralization  of  control  over  the  City’s 
expenditures  in  one  section,  the  annual  net  savings  to  the  City  would 
be  about  $80,000. 

Organization. 

In  order  to  fulfil  the  proposed  duties  and  responsibilities  effectively, 
the  Disbursement  Section  would  be  sub-divided  as  indicated  in  the  chart 
on  the  following  page.  Each  branch  would  be  under  the  direction  of  a 
supervisor  and  would  be  responsible  to  the  Supervisor  of  the  Disburse¬ 
ment  Section. 

The  procedures  to  be  followed  by  each  of  the  proposed  branches 
are  listed  in  some  detail  later  in  this  report  and  a  general  outline  of 
the  duties  and  responsibilities  of  each  is  as  follows: 

The  Editing  Branch  would — 

1.  Receive  copies  of  purchase  orders  from  the  Purchasing  Section 
of  the  Supply  Division. 

2.  Control  preparation  of  punched  card  information  of  outstand¬ 
ing  purchase  orders. 

3.  Prepare  summaries  of  outstanding  purchase  orders. 

4.  Receive  delivery  reports  from  operating  departments  and  in¬ 
voices  from  suppliers. 

5.  Assemble  related  documents. 

6.  Review  related  transaction  documents. 

7.  Investigate  irregularities  in  these  documents. 

8.  Complete  preparation  of  vouchers  covering  approved  docu¬ 
ments. 

9.  Act  as  final  filing  centre  for  the  Disbursement  Section. 

The  Accounts  Branch  would — 

1.  Review  vouchers  received  from  the  Editing  and  Payroll 
Branches. 

2.  Control  posting  of  vouchers. 

3.  Maintain  files  of  outstanding  obligations. 

4.  Control  preparation  of  cheques  and  cheque  registers. 

5.  Return  completed  documents  to  the  Editing  Branch  for  filing. 

6.  Forward  cheques  and  cheque  registers  to  the  Treasury  Division 
for  payment  of  accounts. 

7.  Control  preparation  of  posting  summaries  of  all  expenditures 
for  the  General  Accounting  Section. 
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The  Payroll  Branch  would — 

1.  Receive  and  assemble  time  reports. 

2.  Control  preparation  of  labour  distribution  summaries  and  re¬ 
ports. 

3.  Distribute  labour  distribution  reports  to  departments. 

4.  Control  preparation  of  payroll  records. 

5.  Control  preparation  of  pay  cheques. 

6.  Distribute  payroll  cheques  to  departments  for  subsequent  dis¬ 
tribution  to  employees. 

7.  Maintain  employee  earnings  and  other  related  records. 

8.  Prepare  governmental  and  statistical  reports  in  connection  with 
payroll  matters. 

9.  Provide  information  to  employees  concerning  their  earnings 
records  on  request. 

While  all  three  branches  of  the  Disbursement  Section  would 
operate  in  close  harmony,  the  allocation  of  duties  and  responsibilities 
as  outlined  above  indicates  that  each  would  have  its  specific  area  of 
responsibility.  The  Accounts  Branch  would  in  effect  be  the  control 
centre  of  the  Disbursement  Section  and  would  coordinate  the  reports 
and  work  of  the  other  two  branches  with  the  General  Accounting 
Section. 

Procedures. 

The  proposed  procedures  to  be  followed  by  the  various  branches 
of  the  Disbursement  Section  are  indicated  below  and  in  appendices  to 
this  section.  Since  it  would  be  necessary  in  some  cases  to  further 
allocate  the  duties  and  responsibilities  of  each  branch,  we  have  in  these 
outlines  indicated  briefly  the  internal  organization  that  should  be  estab¬ 
lished  in  the  branch  for  most  efficient  operation. 

Editing  Branch. 

The  detailed  procedures  that  we  recommend  for  the  assembly  and 
review  of  transaction  documents  of  the  City  are  contained  in  Appendix 
V  to  this  section.  These  procedures  envisage  the  central  approval  of 
all  vouchers  and  the  use  of  punched  card  equipment  as  an  aid  in  the 
mechanical  work  involved. 

In  order  most  satisfactorily  to  fulfil  the  duties  and  responsibilities 
of  the  branch,  we  propose  that  the  following  be  established: 

1.  A  sub-division  to  be  known  as  the  Assembly  Unit,  responsible 
for  receiving,  assembling  and  relating  purchase  orders,  receiv¬ 
ing  reports  and  suppliers’  invoices.  This  unit  would  also  have 
a  clerical  staff  sufficient  to  perform  all  the  filing  duties  of  the 
Disbursement  Section. 
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2.  A  sub-division  to  be  known  as  the  Review  Unit,  responsible  for 
reviewing  all  transaction  documents  accumulated  by  the  As¬ 
sembly  Unit.  This  unit  would  control  the  preparation  of  sum¬ 
maries  of  outstanding  purchase  orders  and  of  voucher  data 
for  the  Accounts  Branch. 

3.  The  efficient  operation  of  the  Review  Unit  would  depend  upon 
the  even  flow  of  work  through  the  unit,  document  irregularities 
or  problem  transactions  would  disturb  this  even  flow.  For  this 
reason  an  Investigation  Unit  would  be  organized  which  would 
be  responsible  for  investigating  transactions  that  do  not  con¬ 
form  to  the  normal  pattern. 

Accounts  Branch* 

After  leaving  the  Editing  Branch,  documents  would  be  passed  to 
the  Accounts  Branch  where  controls  would  be  maintained  over  the  post¬ 
ing  of  the  amounts  applicable  to  the  accounting  records.  The  pro¬ 
cedures  to  be  followed  by  the  Accounts  Branch  in  the  performance  of 
these  duties  together  with  those  involved  in  controlling  the  preparation 
of  cheques  and  cheque  registers  are  included  in  Appendix  VI  to  this 
section. 

Payroll  Branch* 

In  order  to  perform  efficiently  its  proposed  duties  and  respon¬ 
sibilities,  it  would  be  necessary  to  establish  two  sub-divisions  of  this 
Branch,  a  Control  Unit  and  an  Administrative  Unit.  The  Control  Unit 
would  be  responsible  for  receiving,  assembling  and  reviewing  all  time 
reports,  for  controlling  the  preparation  of  labour  distribution  reports 
and  payrolls  and  for  controlling  the  preparation  and  distribution  of 
employees’  pay  cheques.  On  the  other  hand,  the  Administrative  Unit 
would  be  responsible  for  maintaining  the  employees’  earning  and  re¬ 
lated  records,  for  preparing  governmental  and  statistical  records  and 
returns  in  connection  with  employees’  earnings,  and  for  providing  in¬ 
formation  to  employees  on  matters  concerning  their  earnings. 

With  the  extension  of  the  use  of  punched  card  equipment  in  the 
preparation  of  the  City’s  payrolls  and  related  records  together  with 
the  organizational  changes  involved  in  establishing  the  Payroll  Branch 
within  the  Disbursement  Section,  it  would  be  practical  to  remove  from 
the  individual  departments  the  responsibility  for  most  payroll  work. 
We  estimate  that  a  net  annual  saving  of  $35,000  to  the  City  should  be 
possible. 

The  only  duties  remaining  with  the  individual  departments  regard¬ 
ing  payroll  matters  would  be  timekeeping  and  the  distribution  of  pay 
cheques  to  employees.  The  individual  departments  have  in  the  past 
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developed  methods  of  overcoming  their  unique  problems  and  situations 
regarding  the  relating  of  basic  time  data  with  time  reports.  With  a 
centralized  payroll  system,  however,  the  final  time  reports  forwarded 
to  the  Payroll  Branch  would  have  to  indicate  both  hours  and  account 
distribution  and  would  have  to  be  in  one  of  two  forms  depending  upon 
the  accounting  distribution  required. 

There  is  normally  very  little  variation  in  either  the  hours  of  work 
or  the  type  of  work  of  a  large  number  of  the  salaried  personnel  of 
the  City.  For  this  reason  the  most  satisfactory  method  of  reporting 
the  time  of  such  persons  is  by  “exceptions”.  That  is  the  timekeepers 
in  departments  where  such  persons  are  employed  would  merely  submit 
reports  of  sickness,  vacations,  other  absences  and  overtime.  The  Pay¬ 
roll  Branch  then  would  apply  the  information  to  the  normal  payroll. 

On  the  other  hand  the  hours  of  work  and/or  the  type  of  work  of 
hourly  paid  workers  normally  vary  from  week  to  week.  Similarly, 
certain  salaried  personnel  (i.e.  foremen)  find  their  duties  or  at  least 
the  accounting  distribution  of  their  work  changing  from  time  to  time. 
In  such  cases  as  these,  the  most  satisfactory  methods  of  reporting  time 
would  be  to  record  on  a  suitable  time  report  the  hours  of  each  employee 
for  the  full  week,  indicating  the  hours  worked  and  the  hours  of  sick¬ 
ness,  vacation  or  other  absence.  On  the  forms  provided,  the  hours 
worked  would  be  further  broken  down  between  regular  and  overtime 
hours,  and  would  be  shown  together  with  details  concerning  the  ac¬ 
counts  to  which  the  time  noted  is  to  be  charged. 

As  the  means  of  control  over  the  time  reports  prepared  in  the 
individual  departments,  the  Payroll  Branch  would  be  kept  informed 
by  the  Personnel  Services  Department  as  to  the  number  of  employees 
charged  to  each  department  or  reporting  unit.  From  this  information,  the 
Payroll  Branch  would  simply  compare  the  total  regular  hours  reported 
by  each  unit  with  the  pre-determined  figures  of  what  such  time  should 
have  been.  In  order  to  facilitate  this  comparison,  each  reporting  de¬ 
partment  or  unit  would  summarize  on  its  weekly  time  report,  the  per¬ 
sonnel  complement  of  the  unit  and  the  number  of  hours  reported 
broken  down  among  regular  hours,  overtime  hours,  sickness,  vacations 
and  other  absences. 

The  actual  procedures  to  be  adopted  by  the  Payroll  Branch  in  the 
performance  of  its  proposed  duties  are  outlined  in  some  detail  in 
Appendix  VII  to  this  section. 

GENERAL  ACCOUNTING  SECTION. 

The  General  Accounting  Section  would  operate  under  the  direction 
of  a  General  Accounting  Supervisor,  who  would  be  responsible  to  the 
Director  of  Accounting. 
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Duties  and  Responsibilities. 

The  General  Accounting  Section  would  maintain  central  accounting 
records  to  reflect  a  complete  and  accurate  record  of  the  financial  posi¬ 
tion  of  the  City,  to  record  the  fiscal  activities  of  the  City  and  to  furnish 
basic  information  necessary  for  intelligent  fiscal  planning.  More 
specifically,  the  General  Accounting  Section  would  discharge  the  fol¬ 
lowing  duties: 

1.  Maintain  control  over  the  posting  of  the  general  ledgers. 

2.  Review  the  propriety  of  and  investigate  apparent  inconsis¬ 
tencies  in  such  postings. 

3.  Control  the  preparation  of  accounting  entries  from  documents 
supporting  issues  of  the  Stores  Section  of  the  Supply  Division. 

4.  Control  the  preparation  of  accounting  entries  of  inter-depart¬ 
mental  charges  from  information  supplied  by  various  depart¬ 
ments. 

5.  Assemble  information  supporting,  and  control  the  preparation 
of,  accounting  entries  reflecting  allocations  of  costs  of  activities 
of  service  departments. 

6.  Control  preparation  of  accounting  entries  reflecting  charges  to 
other  civic  agencies,  commissions  and  utilities,  and  to  depart¬ 
ments  of  the  Municipality  of  Metropolitan  Toronto  for  ma¬ 
terials  and  services  received  from  the  City. 

7.  Prepare  statements  and  operating  reports  from  the  accounting 
records  as  required  by  the  Administration. 

8.  Assemble  and  distribute  reports  prepared  from  the  accounting 
records  for  the  various  departments  of  the  City. 

9.  Assist  the  departments  in  answering  inquiries  regarding  the 
reports  prepared  from  the  accounting  records. 

In  summation,  the  General  Accounting  Section  would  be  the  focal 
point  of  the  City’s  accounting  organization  and  would  be  responsible 
for  maintaining  the  accounting  control  records  of  the  City  without  the 
necessity  of  any  duplication  in  such  records  in  the  individual  depart¬ 
ments.  Financial  statements  and  reports  would  be  provided  to  the 
Board  of  Control  and  Council  by  the  General  Accounting  Section. 
Similarly,  accounting  reports  for  departmental  control  purposes  would 
be  provided  to  replace  those  now  prepared  in  the  various  departments. 

In  order  to  maintain  the  necesary  fiscal  controls,  it  would,  in  most 
cases,  be  unnecessary  for  further  analysis  to  be  made  of  these  reports 
in  the  individual  departments.  In  some  cases,  calculations  of  unit  costs 
of  activities  of  organizational  sub-divisions  might  be  necessary  for  de¬ 
partmental  control  purposes,  but  such  calculations  would  not  involve 
the  maintaining  of  accounting  records  as  such  in  the  departments  in¬ 
volved. 
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Organization. 

The  effective  operation  of  the  General  Accounting  Section  of  the 
Accounting  Division  would  involve  the  organization  of  three  branches 
each  under  the  control  of  a  Supervisor,  who  in  turn  would  be  respon¬ 
sible  to  the  General  Accounting  Supervisor. 

A  chart  of  the  proposed  organization  is  shown  on  the  following 
page. 

The  recommended  procedures  to  be  followed  by  each  of  the  above 
branches  are  listed  in  some  detail  later  in  this  report.  However,  a 
general  outline  of  the  proposed  branch  duties  and  responsibilities  is  as 
follows: 

The  General  Ledger  Branch  would — 

1.  Receive  from  the  various  units  responsible  for  the  control  of 
source  information,  tabulations  of  transactions  effecting  general 
ledger  accounts. 

2.  Receive  from  the  Data  Processing  Division,  journal  entry 
tabulations  of  transactions  posted  to  the  general  ledger  ac¬ 
counts. 

3.  Reconcile  the  foregoing  two  tabulations  and  review  the  ap¬ 
parent  propriety  of  the  postings. 

4.  Investigate  apparent  inconsistencies  in  the  postings  reported. 

5.  Prepare  recurring  journal  entries,  regarding  accruals,  deferred 
charges,  etc. 

6.  Review  monthly  tabulated  general  ledgers  and  trial  balances 
thereof. 

7.  File  tabulated  general  ledgers  and  other  reports  supporting 
general  ledger  postings. 

The  Expense  Distribution  Branch  would — 

1.  Receive  copies  of  valued  stores  requisitions  supporting  issues 
from  the  Stores  Section  of  the  Supply  Division. 

2.  Receive  reports  from  individual  departments  and  organiza¬ 
tional  sub-units  thereof,  of  charges  for  services  and  other  items 
to  be  made  to  other  departments. 

3.  In  the  foregoing  cases,  control  preparation  of  tabulated  sum¬ 
maries  of  charges  and  distribute  such  summaries  to  the  de¬ 
partments  involved. 

4.  Assemble  data  concerning  the  most  equitable  manner  of  al¬ 
locating  the  costs  of  activities  of  service  departments  to  the 
benefiting  departments. 

5.  Control  preparation  of  accounting  entries  of  allocations  con¬ 
sidered  appropriate  after  the  foregoing  investigations. 
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6.  Control  preparation  of  accouting  entries  reflecting  charges  to 
other  civic  agencies,  commissions  and  utilities  and  to  The  Mu¬ 
nicipality  of  Metropolitan  Toronto  for  materials  issued  and 
services  rendered  by  the  City. 

The  Report  Branch  would — 

1.  Assemble  tabulations  and  prepare  reports  based  on  the  general 
accounting  records  for  the  Board  of  Control  and  Council. 

2.  Prepare  the  annual  financial  statements  of  the  City. 

3.  Assemble  and  distribute  reports  prepared  from  the  general  ac¬ 
counting  records  for  the  various  departments  of  the  City. 

4.  Assist  the  departments  in  answering  inquiries  regarding  the 
reports  prepared  from  the  general  accounting  records. 

Procedures. 

The  proposed  procedures  for  the  various  branches  of  the  General 
Accounting  Section  follow.  Since  in  some  cases  it  would  be  necessary 
to  further  allocate  the  duties  and  responsibilities  of  the  branches,  we 
have  indicated  in  a  general  way  the  branch  organizations  which  we 
suggest  be  established  for  most  efficient  operation. 

General  Ledger  Branch. 

It  would  be  advisable  to  establish  two  sub-divisions  of  this  branch, 
a  Control  Unit  and  an  Investigation  Unit.  The  Control  Unit  would  be 
responsible  for  receiving  and  relating  tabulations  of  source  information 
and  general  ledger  postings,  for  reviewing  the  apparent  propriety  of 
the  postings,  for  reviewing  the  tabulated  general  ledger  and  trial 
balances  thereof,  and  finally  for  filing  the  tabulated  general  ledgers 
and  data  supporting  the  ledger  postings.  The  efficient  operation  of 
the  Control  Unit  depends  upon  the  even  flow  of  work  through  the  unit 
and  irregularities  or  problem  transactions  would  disturb  this  even  flow. 
For  this  reason,  the  suggested  Investigation  Unit  would  be  organized 
with  the  responsibility  of  investigating  irregularities  and  questionable 
postings,  and  of  preparing  recurring  journal  entries  of  accruals  and 
deferred  charges. 

The  personnel  in  the  Control  Unit  would  not  originate  any  account¬ 
ing  entries,  rather  they  would  ensure  that  the  entries  originating  in 
other  sections  and  divisions  of  the  Finance  Department  were  cor¬ 
rectly  reflected  in  the  general  ledgers  of  the  City.  Six  basic  types  of 
entries  would  be  recorded  through  the  general  ledger  accounts.  These 
would  be  revenue  entries,  expenditure  entries,  cash  entries,  stores  issues 
entries,  expense  distribution  entries,  and  finally  recurring  journal 
entries.  Any  entries  adjusting  original  entries  would,  normally  be 
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recorded  through  the  original  records  and  not  through  another  posting 
medium  or  journal.  In  this  manner,  the  posting  sources  would  be 
limited. 

For  each  of  the  six  types  of  postings,  the  procedure  followed  by 
the  Control  Unit  of  the  General  Ledger  Branch  would  be  similar.  It 
would  receive  from  the  unit  responsible  for  the  control  of  the  posting 
of  the  source  information  a  tabulation  of  the  data  processed  during 
the  day  or  period  covered  by  the  report.  Independently,  the  Control 
Unit  would  also  receive  from  the  Data  Processing  Division  journal 
entries  of  all  transactions  posted  mechanically  to  the  general  ledgers 
from  a  particular  source.  The  prime  duty  of  the  Control  Unit  would 
be  to  compare  the  control  figures  in  these  two  tabulations  to  ensure 
agreement. 

As  an  auxiliary  procedure  when  reviewing  the  tabulations  of  source 
information  and  general  ledger  postings,  the  Control  Unit  would  re¬ 
view  the  apparent  propriety  of  the  items  involved.  In  the  case  of 
questionable  items  or  obvious  irregularities,  the  Investigation  Unit 
would  be  informed  and  the  necessary  action  taken. 

At  the  end  of  each  month  the  Control  Unit  would  receive  from  the 
Data  Processing  Division  tabulated  general  ledgers  reflecting  the 
general  ledger  accounts  by  code  number  and  name  together  with  open¬ 
ing  account  balances,  details  of  the  postings  during  the  month  with 
cross  references  to  source  listings  and  closing  account  balances.  At 
the  same  time,  a  trial  balance  of  closing  account  balances  would  be 
received.  The  Control  Unit  would  review  both  tabulations  as  the  final 
step  in  its  procedures  each  month. 

In  addition  to  reviewing  questionable  transactions  or  irregularities 
referred  to  them  by  the  Control  Unit,  the  Investigation  Unit  would 
prepare  each  month  the  necessary  entries  to  record  the  month-end 
accruals  and  adjustments  of  deferred  charges  etc.  In  preparing  such 
entries  the  Investigation  Unit  would  control  the  tabulation  of  the  neces¬ 
sary  summaries  and  forward  them  to  the  Control  Unit  as  the  record 
of  the  items  posted  to  the  accounts  for  the  period. 

Expense  Distribution  Branch. 

In  the  portion  of  this  report  concerning  the  Budget  Division  of  the 
Finance  Department,  we  discuss  more  fully  the  need  for  a  full  review 
of  the  City’s  cost  system,  including  the  establishing  of  bases  of  alloca¬ 
tion  of  the  activities  of  the  City’s  service  departments.  The  extent  to 
which  this  review  reveals  that  it  is  necessary  to  carry  out  such  alloca¬ 
tions  would  largely  dictate  the  continuing  procedures  to  be  followed  by 
the  Expense  Distribution  Branch.  It  would  not  only  be  the  duty  of 
this  branch  to  control  the  preparation  of  the  necessary  accounting 
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entries  each  month  but  also  to  maintain  procedures  to  ensure  the 
regular  review  of  the  bases  of  allocation  established. 

Aside  from  the  allocation  of  service  department  costs,  the  Expense 
Distribution  Branch  would  also  be  responsible  for  controlling  prepara¬ 
tion  of  inter-departmental  billings  for  stores  issues  and  other  depart¬ 
mental  charges.  The  proposed  procedures  to  be  followed  in  such  work 
are  described  more  fully  in  Appendix  VIII  to  this  section. 

In  this  latter  connection,  in  many  cases  the  same  facilities  as  are 
used  by  City  departments  are  available  to  other  civic  agencies,  com¬ 
missions  and  utilities  as  well  as  to  The  Municipality  of  Metropolitan 
Toronto.  For  this  reason  it  would  be  preferable  in  preparing  the  ac¬ 
counting  entries  for  issues  from  stores  and  other  billings  for  materials 
or  services  to  use  a  procedure  similar  to  that  described  in  the  Appendix. 
The  sole  difference  would  be  that  rather  than  charge  the  receiving 
agency  directly,  the  charge  would  temporarily  be  made  to  a  suspense 
account.  At  the  month  end  or  at  any  other  appropriate  billing  period 
as  decided  upon,  the  Sundry  Revenue  Branch  of  the  Revenue  Section 
would  prepare  the  actual  billings  to  the  agency  involved  and  set  up 
the  receivable  entry,  thereby  relieving  the  suspense  account.  The  bill¬ 
ing  procedure  is  outlined  more  fully  in  the  portion  of  our  report  on 
the  Revenue  Section. 

Report  Branch. 

It  is  impractical  to  list  step  by  step  the  procedures  recommended 
to  be  followed  by  the  Report  Branch  of  the  General  Accounting  Section. 
Any  procedures  that  would  be  adopted  would  depend  upon  the  initiative 
of  the  Supervisor  and  would  to  a  large  extent  be  dictated  by  the 
number  and  regularity  of  the  requests  for  special  reports  received  from 
the  Administration  and  the  Commissioners  of  the  various  departments. 

Aside  from  assembling  and  distributing  reports  prepared  from  the 
accounting  records,  the  Report  Branch  would  have  an  important 
liaison  job  to  perform.  Any  reports  prepared  from  the  accounting 
records  must  be  designed  to  satisfy  the  needs  of  the  department  heads 
and  the  Board  of  Control.  The  Report  Branch  would  be  required  to 
keep  in  touch  with  the  various  departments  so  that  a  thorough  under¬ 
standing  of  their  requirements  would  be  obtained.  It  would  be  the 
responsibility  of  the  Report  Branch  to  educate  departmental  personnel 
in  the  use  of  the  available  information  and,  in  the  early  stages  of 
implementation,  to  explain  the  reports  to  the  responsible  personnel. 
The  Report  Branch  would  be  constantly  considering  modifications  and 
refinements  of  the  reports  in  the  light  of  their  knowledge  of  what  is 
needed.  As  a  corollary  to  the  foregoing,  it  would  be  the  duty  of  the 
Report  Branch  to  answer  departmental  inquiries  regarding  the  reports 
prepared  from  the  general  accounting  records. 
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As  regards  the  regular  monthly  financial  reports  for  the  Board  of 
Control,  City  Council  and  the  department  heads,  the  procedures  of  the 
Report  Branch  would  be  primarily  supervisory  in  nature  to  ensure 
that  the  reports  were  prepared  on  time.  On  occasion,  it  would  be 
necessary  for  a  limited  amount  of  analytical  work  to  be  performed  in 
connection  with  these  reports.  However,  it  would  not  be  necessary 
for  the  Report  Branch  to  reorganize  the  information  obtained  from 
the  accounting  records  in  preparing  the  financial  portion  of  these  re¬ 
ports.  With  the  fulfilment  of  the  proposed  departmental  reorganiza¬ 
tion,  the  code  of  accounts  and  the  form  of  financial  reports  would  be 
similarly  reorganized  and  related  to  the  physical  activities  conducted 
by  the  City.  In  this  manner  the  reports  which  would  flow  directly 
from  the  accounting  records  would  reflect  the  costs  of  the  activities 
performed  by  the  City. 

The  flexibility  possible  with  punched  card  equipment  and  the  ex¬ 
tensive  coding  of  transactions  that  is  possible  would  permit  ready 
reclassification  of  general  ledger  information  in  many  different  forms. 
While  the  revenue  and  expenditure  accounts  in  the  general  ledger 
would  be  reorganized  primarily  on  the  basis  of  the  organizational  units 
responsible  for  the  item,  there  is  ample  opportunity  to  reclassify  reve¬ 
nues  by  source  and  expenditures  by  object.  In  this  manner,  while 
reports  for  internal  administration  purposes  would  be  prepared  by 
organizational  unit  and  hence  by  activity,  additional  information  if 
required  would  always  be  available.  By  mechanically  resorting  the 
ledger  accounts,  reports  could  be  quickly  prepared  in  various  forms 
suitable  for  all  types  of  governmental  and  statistical  returns. 

Each  month  the  Board  of  Control  would  be  provided  with  state¬ 
ments  of  the  financial  position  of  the  City  and  of  its  operations  for 
the  preceding  month  and  for  the  year  to  date.  The  value  of  the  operat¬ 
ing  statements  would  be  enhanced  by  comparing  the  actual  results 
with  the  estimated  or  budget  figures.  Similarly  the  supervisory  per¬ 
sonnel  of  the  sections,  divisions  and  departments  would  receive  regular 
reports  of  their  operations  once  again  supplemented  with  comparisons 
with  estimates. 

An  example  of  the  type  of  operating  report,  we  visualize  as  being 
prepared  for  the  Board  of  Control,  is  included  in  Appendix  IX  to  this 
section.  In  addition,  outlines  of  typical  operating  reports  to  a  Com¬ 
missioner  of  a  department,  a  Director  of  a  division  and  a  Supervisor 
of  a  section  are  included  in  Appendix  X.  In  order  to  emphasize  the 
importance  of  control  by  activities,  it  will  be  noted  in  these  appendices 
that  the  object  of  expenditure  classification  is  very  brief.  There  would, 
however,  be  available  more  detailed  analyses  of  these  major  classifica¬ 
tions  if  required  in  special  circumstances. 
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TREASURY  DIVISION. 

The  Treasury  Division  of  the  Finance  Department  would  operate 
under  the  control  of  a  City  Treasurer  and  would  be  responsible  to  the 
Commissioner  of  Finance  for  the  following  duties: 

DUTIES  AND  RESPONSIBILITIES. 

1.  Direct  the  Cashiers’  Branch  of  the  Revenue  Section  as  to  the 
bank  accounts  in  which  receipts  are  to  be  deposited; 

2.  Control  the  signing  and  issuing  of  all  cheques; 

3.  Review  and  cancel  vouchers  supporting  the  disbursements  of 
the  City  as  the  corresponding  cheques  are  signed; 

4.  Control  the  preparation  of  regular  reconciliations  of  all  of  the 
City’s  bank  accounts; 

5.  Prepare  forecasts  of  the  City’s  cash  position; 

6.  Arrange  short-term  investment  of  cash,  surplus  to  the  City’s 
immediate  needs; 

7.  Within  the  limits  established  by  the  duly  constituted  authorities, 
arrange  investment  of  pension  and  other  trust  funds; 

8.  Under  the  direction  of  the  Board  of  Control  and  in  consultation 
with  The  Municipality  of  Metropolitan  Toronto,  arrange  short¬ 
term  and  long-term  financing; 

9.  Negotiate  and  ensure  adequate  insurance  coverage  of  the  City’s 
assets. 

A  review  of  this  broad  outline  of  the  duties  and  responsibilities  of 
the  Treasury  Division  will  indicate  that  we  are  proposing  that  this 
division  retain  only  a  portion  of  the  duties  and  responsibilities  of  the 
present  Treasury  Department.  These  duties  relate  to  banking,  investing 
and  financing  procedures  and  to  the  implementation  of  the  policies  con¬ 
cerning  the  placing  of  insurance. 

ORGANIZATION. 

For  the  efficient  operation  of  the  Treasury  Division  we  propose  that 
its  activities  be  divided  among  the  four  sections  shown  in  the  organiza¬ 
tion  chart  on  the  following  page.  Each  of  the  sections  would  operate 
under  the  control  of  a  supervisor. 

PROCEDURES. 

The  reorganization  of  the  Finance  Department  and  the  sub-division 
of  many  of  the  responsibilities  of  the  present  Treasury  Department 
among  the  proposed  Accounting  and  Treasury  Divisions,  would  not 
necessitate  many  procedural  changes  in  the  Treasury  Division.  The 
procedures  to  be  followed  regarding  the  temporary  investing  of  funds 
surplus  to  the  City’s  immediate  needs  and  the  investing  of  pension  and 
other  trust  funds  would  remain  unchanged. 
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With  regard  to  maintaining  adequate  insurance  coverage  of  the 
City’s  assets,  we  recommend  that  one  of  the  procedures  of  the  Insurance 
Section  be  to  investigate  periodically  the  possible  advantages  and 
economies  of  self-insurance  against  certain  risks  with  respect  to  small 

properties. 

Concerning  the  arranging  for  new  financing  as  directed  by  the 
Board  of  Control,  no  procedural  changes  are  envisaged.  However,  we 
recommend  that  a  study  be  made  of  the  possibility  of  controlling 
debenture  coupons  by  the  use  of  punched  card  equipment.  The  appli¬ 
cation  would  be  a  relatively  simple  one  and  is  already  being  used  on 
the  City’s  equipment  by  The  Municipality  of  Metropolitan  Toronto.  In 
deciding  whether  the  City  should  adopt  a  similar  means  of  control, 
the  determining  factor  would  be  the  future  volume  that  can  be  anti¬ 
cipated,  particularly  in  view  of  the  position  of  The  Municipality  of 
Metropolitan  Toronto  in  all  long-term  financing  of  the  City. 

The  only  important  changes  in  procedures  proposed  for  the  Treasury 
Division  are  in  connection  with  the  Division’s  capacity  as  custodian  of 
the  City’s  bank  accounts.  Although  some  reference  has  been  made  in 
other  portions  of  this  report  to  these  proposed  procedures,  they  are 
summarized  below: 

1.  In  the  reorganization  of  the  Accounting  Division,  the  establish¬ 
ing  of  a  Revenue  Section  is  proposed.  The  Revenue  Section 
would  be  responsible  for  the  billing,  receiving  and  collecting  of, 
and  accounting  for,  all  revenues  of  the  City.  As  a  consequence, 
the  Treasury  Division  would  maintain  close  liaison  with  that 
Section  and  particularly  the  Cashiers’  Branch. 

The  Treasury  Division  would  instruct  the  Cashiers’  Branch 
as  required  regarding  the  bank  accounts  to  which  receipts 
should  be  deposited. 

2.  Conversely,  the  Cashiers’  Branch  would  be  responsible  for  in¬ 
forming  the  Treasury  Division  each  day  as  to  the  amount  of 
each  day’s  receipts  and  the  accounts  to  which  they  were 
deposited. 

3.  There  are  three  basic  types  of  disbursements  by  cheque  through¬ 
out  the  City.  Cheques  are  used  to  pay  salaries  and  wages,  to 
make  relief  and  other  welfare  payments  and  to  pay  other  obli¬ 
gations  of  the  City.  In  the  case  of  the  “other”  disbursements, 
the  Treasury  Division  would  have  a  responsibility  to  review 
and  cancel  the  supporting  vouchers  at  the  time  the  applicable 
cheques  were  signed. 

The  procedures  that  would  be  followed  in  connection  with 
disbursements  are  set  out  below  under  three  headings  covering 
payroll  cheques,  welfare  cheques  and  other  cheques: 
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Payroll  cheques. 

(a)  In  the  portion  of  this  report  dealing  with  the  Payroll 
Branch  of  the  Disbursement  Section,  it  is  explained  that 
pay  cheques  would  be  prepared  in  continuous  punched  card 
form.  The  Treasury  Division  would  be  given  access  to  these 
cheques  and  at  the  same  time  provided  with  a  copy  of  the 
final  payroll  register. 

(b)  The  signing  of  pay  cheques  would  be  performed  auto¬ 
matically,  using  a  burster  imprinter,  under  the  supervision 
of  the  Treasury  Division  personnel.  After  signing,  the 
cheques  would  be  returned  to  the  Payroll  Branch  for  dis¬ 
tribution  to  the  employees  and  the  Treasury  Division  would 
retain  a  copy  of  the  payroll  register  as  its  record  of  the 
cheques  issued. 

(c)  The  advantage  of  the  use  of  payroll  cheques  in  punched 
card  form  is  the  ease  with  which  the  subsequent  bank  re¬ 
conciliations  could  be  prepared.  When  cheques  were  return¬ 
ed  from  the  bank  it  would  become  simply  a  matter  of 
matching  them  with  the  employees’  net  earning  cards  as 
developed  in  preparing  the  payrolls,  sorting  automatically 
the  cards  for  the  cheques  that  had  been  cashed  and  leaving 
cards  supporting  the  outstanding  cheques.  Cards  supporting 
the  cheques  outstanding  could  then  be  tabulated  quickly 
and  automatically  at  any  time  to  support  the  payroll  recon¬ 
ciliation. 

Welfare  cheques. 

Welfare  cheques  are  paid  by  the  Public  Welfare  Depart¬ 
ment  in  two  ways.  Emergency  payments  are  made  from  an 
imprest  bank  account  maintained  for  the  purpose.  Regular 
relief  and  other  welfare  cheques  are  paid  from  a  special  account 
similar  to  a  payroll  bank  account  which  is  reimbursed  by  the 
Treasury  Division  for  the  exact  amount  of  the  cheques  to  be 
issued  at  any  time.  We  see  no  reason  to  change  these  pro¬ 
cedures. 

“Other”  cheques. 

(a)  Cheques  in  punched  card  form  offer  advantages  in  the  ease 
with  which  bank  reconciliations  can  be  prepared.  However, 
the  regular  paper  cheques  with  remittance  statements 
attached  would  be  preferable  in  the  case  of  cheques  to  be 
used  in  payment  of  “other”  accounts  of  the  City. 

(b)  In  the  case  of  “other”  cheques,  the  Treasury  Division  would 
receive  cheque  registers,  the  applicable  cheques  and  the 
supporting  vouchers  from  the  Disbursement  Section. 
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(c)  Before  signing  the  cheques  the  Banking  Section  of  the 
Treasury  Division  would  review  them  together  with  the 
registers  and  the  supporting  vouchers,  and  would  check  the 
name  of  the  payee,  the  amount  of  the  payment  and  the 
approvals  noted  on  the  face  of  the  vouchers  in  order  to 
ensure  that  the  disbursement  is  adequately  supported. 
When  satisfied  that  a  voucher  wTas  in  order,  the  personnel 
of  the  Banking  Section  would  cancel  it  by  perforating  the 
voucher  or  stamping  it  in  a  manner  to  prevent  its  reuse. 

(d)  The  signing  of  the  cheques  would  be  performed  auto¬ 
matically  as  at  present  on  signing  machines,  following 
which  the  cheques  would  be  mailed  to  the  respective  payees. 

(e)  The  preparation  of  bank  reconciliations  of  regular  accounts 
would  continue  as  at  present. 

4.  Each  month  the  Banking  Section  would  reconcile  all  bank 
accounts  and  check  the  cash  position  of  the  City  with  the 
general  accounting  records. 

5.  The  Banking  Section  of  the  Treasury  Division  would  prepare 
regular  forecasts  of  the  City’s  cash  position.  In  connection  with 
such  work  the  Division  would  work  in  close  co-operation  with 
the  Budget  Division  and  the  other  divisions  of  the  Finance 
Department. 
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BUDGET  DIVISION. 

The  Budget  Division  of  the  Finance  Department  would  operate 
under  the  supervision  of  a  Budget  Director  and  would  be  responsible 
to  the  Commissioner  of  Finance. 

DUTIES  AND  RESPONSIBILITIES. 

In  general,  the  duties  of  the  Budget  Division  would  be  as  follows: 

1.  Assist  the  various  departments  in  the  preparation  of  their 
annual  operating  estimates. 

2.  Coordinate  the  presentation  of  the  operating  budget  proposal 
in  suitable  form. 

3.  Assist  the  various  departments  in  the  preparation  of  cost  esti¬ 
mates  of  capital  projects. 

4.  Assist  the  various  departments  in  developing  capital  project 
proposals  and  coordinate  the  presentation  of  various  pro¬ 
posals  in  suitable  form. 

5.  Establish  controls  over  the  operating  and  capital  budgets. 

6.  Report  to  the  Commissioner  of  Finance  during  the  year  vari¬ 
ances  between  actual  and  budgeted  expenditures. 

7.  Assist  the  departmental  personnel  in  preparing  the  financial 
portions  of  their  monthly  reports. 

In  summation,  the  Budget  Division  would  become  a  central  group 
responsible  for  coordinating  the  presentation  of  the  budget  proposals 
to  the  Board  of  Control  and  Council  and  for  assisting  others  in 
budgetary  and  related  financial  matters.  The  organization  of  the 
Budget  Division  within  the  Finance  Department  is  a  new  concept  for 
the  City.  It  should  satisfy  the  need,  expressed  to  us  by  a  number  of 
senior  personnel,  for  a  group  capable  of  aiding  the  individual  Commis¬ 
sioners  and  their  assistants  in  the  preparation  of  financial  estimates. 

The  Budget  Division  would  not  be  responsible  for  reporting  to 
the  Board  of  Control  on  variances  between  budgeted  and  actual  ex¬ 
penditures  and  results.  This  would  be  a  responsibility  of  the  Commis¬ 
sioners  of  the  departments  in  their  monthly  reports  to  the  Board  of 
Control.  The  Budget  Division  would  assist  the  individual  departments 
in  the  preparation  of  such  portions  of  monthly  reports  as  relate  to 
financial  matters. 


ORGANIZATION. 

The  effective  operation  of  the  Budget  Division  would  require  the 
organization  of  two  sections,  each  under  the  control  of  a  supervisor 
responsible  to  the  Budget  Director.  One  section,  to  be  known  as  the 
Operating  Budget  Section,  would  be  responsible  for  all  of  the  duties 
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noted  above  related  to  the  current  or  operating  budgets,  while  the 
Capital  Budget  Section  would  discharge  the  responsibilities  related  to 
proposals  and  budgets  lor  capital  projects. 

PROCEDURES. 

Since  the  Budget  Division  would  be  mainly  involved  in  providing 
assistance  to  other  departments  and  divisions  and  coordinating  the 
presentation  of  estimates  and  proposals  initiated  by  others,  it  is  not 
practical  to  list  step-by-step  procedures  here.  Many  of  the  procedures 
would  depend  upon  the  initiative  of  the  Director  of  the  Division  and 
of  the  Supervisors  of  each  Section. 

However,  certain  matters  are  noted  below  on  which  procedures 
adopted  by  the  Budget  Division  should  be  based.  These  are  listed 
under  two  general  headings — Operating  Budgets  and  Capital  Budgets. 

Operating  Budgets. 

1.  It  is  common  practice  in  the  City  of  Toronto  as  in  most  other 
municipalities,  to  prepare  departmental  estimates  and  approve  budgets 
on  the  basis  of  previous  year’s  expenditures.  To  achieve  realistic  controls, 
budgets  should  be  based  on  comparisons  of  phyiscal  activities  from  year 
to  year  and  on  future  plans  of  action  rather  than  on  historical  dollar 
expenditures.  Consequently  throughout  the  proposed  reorganization  of 
the  Finance  Department,  we  have  kept  in  mind  that  the  accounting 
organization  must  make  available  figures  and  other  information  which 
can  be  related  readily  to  the  physical  activities  conducted  by  the  City. 
Similarly,  in  the  departmental,  divisional  and  sectional  organization 
that  we  propose,  we  have  attempted  to  establish  an  organizational 
structure  that  would  conform  to  the  physical  activities  of  the  City  and 
the  services  performed  by  it. 

Over  a  period  of  time,  it  would  be  practicable  to  develop  cost  and 
other  information  which  would  permit  each  section,  division,  and  de¬ 
partment  of  the  City  to  prepare  and  justify  its  estimates  on  the  basis 
of  the  activities  planned  for  the  ensuing  year.  In  approving  or  amend¬ 
ing  these  proposals,  the  Board  of  Control  and  City  Council  would  be 
able  to  concentrate  its  attention  on  activities  rather  than  on  detailed 
dollar  estimates. 

The  Operating  Budget  Section  of  the  Budget  Division  would  have 
as  one  of  its  duties,  the  coordination  of  all  budget  proposals  or  esti¬ 
mates.  This  responsibility  would  involve  reviewing  the  estimated  costs 
of  the  proposed  physical  activities  to  ensure  that  the  dollar  calculations 
appeared  reasonable.  It  would  also  involve  the  organization  of  the 
budget  proposals  in  a  logical  and  orderly  fashion  so  that  the  Board  of 
Control  and  City  Council  would  be  able  to  grasp  readily  the  full  impli¬ 
cations  of  a  department’s  requests  and  estimates. 
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2.  In  order  that  the  individual  departments  might  perform  their 
duties  more  effectively,  it  is  important  that  the  budgets  should  be  ap¬ 
proved  earlier  in  the  year  than  they  are.  We  appreciate  that  the  pro¬ 
cedures  and  problems  of  adopting  the  final  budget  for  the  year  have 
become  more  complicated  since  the  formation  of  The  Municipality  of 
Metropolitan  Toronto.  However,  there  is  adequate  opportunity  for  im¬ 
provement  in  the  timing  of  much  of  the  budgetary  work  each  year, 
also  there  is  a  feasible  alternative  to  full  approval  of  the  budget. 

With  the  development  of  accounting  information  by  activities  com¬ 
bined  with  the  foregoing  suggestion  that  departmental  estimates  be 
prepared  and  justified  on  the  basis  of  physical  activities,  a  considerable 
amount  of  budgetary  work  can  be  accomplished  much  earlier  than  at 
present. 

Individual  departments  would  be  able  to  develop  historical  unit 
costs  for  the  various  activities  performed  by  their  sub-units.  In  ad¬ 
dition,  it  would  be  practical  to  continually  revise  these  costs  to  reflect 
current  data  as  it  became  available.  With  this  information,  together 
with  proposed  activities  based  upon  established  programs,  it  would  then 
become  possible  to  establish  estimates  without  reference  to  the  final 
figures  for  the  previous  year. 

We  recommend,  therefore,  that  the  individual  departments  be  re¬ 
quired  to  commence  the  preparation  of  their  estimates  for  the  next 
year  no  later  than  June  1st  of  the  current  year,  that  all  estimates  be 
submitted  to  the  Operating  Budget  Section  for  coordination  by  Septem¬ 
ber  1st,  and  that  the  Board  of  Control  commence  their  review  no  later 
than  October  1st  so  tentative  approval  can  be  given  preferably  by 
December  1st.  While  we  recognize  that  one  Council  cannot  commit 
the  next  and  that  amendments  to  the  tentative  approvals  could  be  ex¬ 
pected,  the  procedure  outlined  would  provide  guidance  to  the  individual 
departments,  during  the  early  part  of  the  year  when  it  is  not  now 
available  to  them. 

3.  Some  attempt  is  made  to  charge  operating  departments  with 
the  costs  of  services  performed  for  them  by  other  departments.  How¬ 
ever,  in  certain  cases,  such  cost  allocations  should  be  carried  much 
further  than  at  present.  In  many  cases  the  cost  of  certain  service 
sections  should  be  fully  allocated  to  operating  departments. 

In  order  to  assess  a  particular  activity  adequately,  it  is  important 
to  have  accurate  cost  information.  Similarly  in  considering  whether 
a  project  should  be  undertaken  by  a  civic  department  as  opposed  to  an 
outside  supplier,  accurate  costs  are  essential.  Much  needed,  accurate, 
current  cost  information  as  to  certain  of  the  City’s  activities  is  currently 
lacking. 

A  full  review  of  the  City’s  cost  system,  including  the  establishing 
of  bases  of  expense  allocation,  is  outside  the  scope  of  this  survey.  We 
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recommend,  however,  that  a  study  of  such  allocations  be  made  together 
with  specific  cost  studies  in  individual  departments,  divisions  and  sec¬ 
tions.  Specific  cost  studies  should  be  made  of  the  multilith  unit,  the 
garages,  the  central  shops  and  property  rentals. 

Such  a  study  would  have  three  main  objectives: 

(a)  Establishing  more  accurate  costs  of  the  services  provided  by 
the  City. 

(b)  Determining  a  more  realistic  basis  of  charging  The  Municipality 
of  Metropolitan  Toronto  for  the  services  provided  to  it  by  the 
City. 

(c)  Establishing  of  a  more  factual  basis  of  deciding  on  amounts 
to  be  charged  for  permits,  licenses  and  for  various  other  serv¬ 
ices  provided  by  the  City  to  individuals  and  other  agencies. 

4.  As  a  corollary  to  the  foregoing,  certain  of  the  individual  depart¬ 
ments  should  be  credited  in  their  operating  results  with  the  revenues 
applicable  to  their  operations.  The  proper  matching  of  revenues  and 
expenditures  is  as  important  in  municipal  accounting  as  it  is  in  indus¬ 
trial  accounting. 

The  final  financial  statements  prepared  by  the  City  should  reflect 
the  net  costs  of  the  auxiliary  services  provided  by  the  City  and  should 
indicate  the  costs  of  all  the  services  provided  out  of  the  revenues  re¬ 
ceived  from  the  taxpayers. 

5.  It  was  noted  above  that  the  costs  of  certain  service  sections 
should  be  fully  allocated  to  the  operating  departments.  In  connection 
with  this  we  suggest  that  formal  budget  appropriations  should  not  be 
made  to  true  service  units,  such  as  central  stores,  central  shops  and 
central  garages,  but  rather  the  annual  appropriations  of  these  units 
should  in  effect  be  the  sum  of  the  annual  requirements  for  their  serv¬ 
ices  as  estimated  by  the  other  departments. 

This  proposal  is  not  meant  to  preclude  the  establishment  of  budgets 
for  each  of  the  service  sections.  The  coordination  of  these  service  budgets 
and  the  departmental  estimates  would  be  performed  by  the  Operating 
Budget  Section.  The  budgets  of  the  service  sections  would  be  subject  to 
the  same  review  by  the  Board  of  Control  and  Council  as  other  subsidiary 
details.  The  service  budgets  would  take  the  form  of  statements  indica¬ 
ting  the  estimated  costs  of  the  services  offset  by  the  estimated  amounts 
to  be  charged  to  other  departments. 

6.  In  considering  the  budget,  the  Board  of  Control  would  consider 
all  the  details  concerning  the  proposed  activities  and  their  costs.  How¬ 
ever,  when  final  approvals  were  made  we  suggest  that,  rather  than 
approving  the  details,  only  gross  amounts  by  departments  and  divisions 
should  be  approved. 
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The  merit  of  these  suggestions  lies  in  the  fact  that  the  Adminis¬ 
tration  would  be  kept  fully  informed  during  the  year  concerning  the 
actual  activities  of  the  Departments.  Under  such  established  control 
it  is  important  to  permit  the  Commissioners  as  much  freedom  and 
flexibility  as  possible  within  the  limits  of  their  budget  allocations. 

Supporting  the  formal  budget  proposals  presented  to  the  Adminis¬ 
tration,  there  would  be,  in  addition  to  data  concernng  proposed  ac¬ 
tivities  and  unit  costs,  detailed  estimates  by  sections,  branches,  districts 
and  objects  of  expenditures  all  of  which  would  have  been  reviewed  by 
the  Operating  Budget  Section  before  the  budget  proposal  was  com¬ 
pleted.  With  the  final  approval  of  the  budget  by  department  and 
division  totals  only,  the  supporting  estimates  would  be  amended  to 
reflect  the  activities  that  were  to  be  extended  or  curtailed.  These 
amended  figures  would  then  be  included  in  the  general  accounting 
records  with  which  the  actual  results  would  be  compared.  To  make 
the  monthly  operating  statements  of  even  more  assistance,  the  final 
figures  entering  into  the  budget  would  be  apportioned  over  the  months 
of  the  year  so  that  monthly  comparisons  of  estimated  and  actual  re¬ 
sults  would  be  possible.  The  proposed  form  and  content  of  the  operat¬ 
ing  statements  prepared  from  the  central  accounting  records  for  sub¬ 
mission  to  the  various  levels  of  management  are  discussed  more  fully 
in  the  section  of  this  report  concerning  the  Accounting  Division  and  in 
the  appendices  thereto. 

Capital  Budgets. 

All  long-term  municipal  financing  throughout  Metropolitan  Toronto 
is  coordinated  and  allotted  by  The  Municipality  of  Metropolitan  To¬ 
ronto.  There  are  limits  to  the  amount  of  reasonable  cheap  capital  avail¬ 
able  and  as  a  consequence  this  means  of  allocating  the  amounts  avail¬ 
able  to  each  jurisdiction  has  been  decided  upon.  The  allocation  to  the 
City  of  Toronto  of  its  share  includes  amounts  for  various  boards  and 
commissions  established  by  or  otherwise  related  to  the  City.  In  decid¬ 
ing  upon  any  capital  projects  that  it  can  undertake,  the  City  must  con¬ 
sider,  its  own  requests  in  relation  to  projects  requested  by  the  Board 
of  Education,  the  Toronto  Hydro-Electric  System,  The  Parking  Au¬ 
thority  of  Toronto,  etc. 

All  requests  for  capital  funds  must  be  carefully  assessed  in  relation 
to  all  other  requests  in  order  to  establish  the  urgency  of  each  request 
and  the  resulting  priorities.  Similarly,  it  is  necessary  to  balance  ap¬ 
proved  requests  against  the  available  supply  of  capital  in  order  to 
make  the  best  use  of  the  limited  resources  available.  In  accomplish¬ 
ing  these  objectives  the  Capital  Budget  Section  of  the  Budget  Division 
would  play  an  important  part. 

In  the  development  of  an  orderly  presentation  of  capital  project 
requests  and  approvals,  we  recommend  that  a  five-year  capital  program 
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be  prepared  and  revised  annually.  Such  a  program  would  indicate 
for  each  year  the  capital  projects  or  portions  thereof  proposed  for 
that  year.  The  first  year  of  such  a  program  would,  when  approved, 
become  the  capital  budget  for  the  ensuing  year. 

The  responsibility  of  the  Capital  Budget  Section  in  the  develop¬ 
ment  of  capital  programs  and  capital  budgets  would  be  as  follows: 

1.  to  review  all  dollar  estimates  to  see  that  they  appear  reason¬ 
able; 

2.  to  coordinate  the  presentation  of  estimates  and  proposals; 

3.  to  prepare  all  summaries  of  total  dollar  costs; 

4.  to  prepare  statements  comparing  costs  with  the  available  sup¬ 
ply  of  capital; 

5.  to  prepare  statements  of  debenture  debt,  maturities  and 
charges. 

In  effect  the  Capital  Budget  Section  would  act  as  coordinator  in 
the  preparation  of  capital  programs  and  budgets. 

As  the  initial  step  in  the  development  of  capital  programs  we 
recommend  the  use  of  Capital  Project  Reports.  These  reports  would 
be  prepared  in  the  various  departments  and  would  be  designed  to  indi¬ 
cate  at  least  the  following  information: 

1.  Department; 

2.  Project  description; 

3.  Purpose  of  the  project; 

4.  Location; 

5.  An  explanation  of  the  need; 

6.  Departmental  priority  number — This  number  would  indicate 
the  recommended  priority  of  the  project  in  relation  to  other 
projects  of  the  department; 

7.  Estimated  cost  of  the  project; 

8.  Estimated  annual  operating  cost,  including  an  estimate  of  the 
annual  savings  or  additions  in  maintenance  costs. 

All  such  reports  prepared  by  each  department  would  be  listed  by 
the  departments  in  order  of  recommended  priority  and  submitted  to  the 
Capital  Budget  Section. 

The  Capital  Budget  Section  would  review  all  information  and  ex¬ 
planations  as  to  the  reasonableness  of  the  estimates  involved.  During 
these  reviews,  members  of  the  Capital  Budget  Section  would,  if  neces¬ 
sary,  meet  with  responsible  members  of  the  staffs  of  the  requesting 
departments. 

Following  their  review  the  Capital  Budget  Section  would  assemble 
all  the  departmental  listings  and  supporting  reports  for  transmittal  to 
the  City  Planning  Board.  The  City  Planning  Board  would  review  each 
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project  to  ensure  that  it  would  conform  with  the  Official  Plan  and  would 
also  recommend  an  overall  priority  for  each  project. 

With  complete  information  as  to  the  individual  projects  requested 
and  their  overall  implications,  the  Capital  Budget  Section  would  as¬ 
semble  the  annual  budget  proposals  for  the  consideration  of  the  Board 
of  Control  and  Council.  Based  on  informations  provided  by  the 
Treasury  Division  concerning  the  availability  of  long-term  funds,  the 
Capital  Budget  Section  would  prepare  statements  of  debenture  charges, 
maturities  and  obligations  that  would  be  applicable  on  the  assumption 
that  certain  of  the  proposed  projects  would  be  approved  in  the  order 
of  priority  recommended. 

The  whole  report  submitted  to  the  Board  of  Control  would  be 
designed  to  provide  it  with  as  clear  an  understanding  of  the  considera¬ 
tions  involved  as  possible,  in  order  that  the  Board  of  Control  and  City 
Council  could  concentrate  their  attention  on  the  principles  involved 
rather  than  on  the  details  of  costs,  priorities,  debt  charges,  etc. 
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REAL  ESTATE  DIVISION, 

The  Real  Estate  Division  would  operate  under  a  Director  of  Real 
Estate  who  would  be  responsible  to  the  Commissioner  of  Finance. 

DIVISIONAL  DUTIES, 

We  list  below  the  main  duties  now  performed  by  the  Real  Estate 
Division.  We  have  separated  those  duties  which  we  recommend  the 
division  continue  to  discharge  from  those  duties  we  recommend  be 
discharged  by  other  groups  within  the  administration. 

I.  Duties  that  the  division  would  continue  to  perform. 

1.  Purchase  all  real  estate  required  by  the  city. 

2.  Sell  surplus  properties  for  the  city. 

3.  Provide  all  real  estate  valuations  required  by  the  city. 

II.  Duties  that  would  be  transferred  to  other  divisions. 

1.  Maintain  records  of  all  city-owned  land  and  buildings. 

2.  Maintain  and  rent  city-owned  land. 

3.  Assess  local  improvements  against  benefitting  properties. 

We  recommend  that  the  division  be  relieved  of  these  duties  for 
the  reasons  discussed  below: 

1.  Records  of  city-owned  land  and  buildings. 

In  the  section  of  our  report  dealing  with  the  Parks  and 
Property  Department,  we  recommend  that  the  department  be 
responsible  for  the  control  and  maintenance  of  all  city-owned 
real  property.  The  Parks  and  Property  Department  would  have  to 
maintain  records  of  all  city-owned  land  and  buildings  in  order  to 
discharge  such  responsibilities.  The  Accounting  Division  of  the 
Finance  Department  would  have  to  maintain  records  of  city-owned 
property  in  order  to  discharge  its  responsibilities  also.  The  Real 
Estate  Division  would  not  require  records  of  all  city-owned  pro¬ 
perties  in  order  to  carry  out  its  responsibilities  of  purchasing, 
selling  and  evaluating.  We  recommend  therefore,  that  this  division 
be  relieved  of  the  responsibility  of  maintaining  comprehensive 
property  records,  and  that  it  maintain  a  record  of  surplus  properties 
available  for  sale  only.  The  Parks  and  Property  Department  would 
notify  the  Real  Estate  Division  of  properties  available  for  sale, 
and  the  Division  would  notify  the  Parks  and  Property  Department 
when  sales  were  effected. 

2.  Rental  of  city-owned  land. 

The  Property  Department  is  responsible  for  renting  buildings 
owned  by  the  city  but  not  required  for  civic  operations.  The  Real 
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Estate  Division  rents  vacant  lands  owned  but  not  required  by  the 
City.  In  line  with  our  recommendation  that  the  Parks  and 
Property  Department  be  responsible  for  city-owned  lands  and 
buildings,  we  recommend  that  it  rent  vacant  lands  as  well  as 
buildings. 

3.  Assessment  of  local  improvements. 

The  Local  Improvement  Section  attached  to  the  Real  Estate 
Division  assesses  the  cost  of  local  improvements  against  benefitting 
properties.  Much  of  the  work  performed  by  the  personnel  of  this 
section  is  duplicated  in  the  Works  Department.  In  order  to  elimin¬ 
ate  the  duplication,  and  in  view  of  the  fact  that  assessment  is  not 
related  directly  to  the  purchase  and  sale  of  real  estate,  we 
recommend  that  this  part  of  the  local  improvement  activity  be 
transferred  to  the  Local  Improvement  Section  of  the  Public  Works 
Department. 


ORGANIZATION. 

The  organization  which  we  recommend  for  the  Real  Estate  Division 
is  set  out  in  chart  form  on  the  opposite  page. 

In  the  existing  organization  real  estate  purchases  and  sales  are 
processed  by  the  same  office  personnel.  Because  there  has  been  a  large 
volume  of  purchase  transactions  to  process  in  recent  years  and  because 
many  of  them  have  been  urgent,  it  has  not  been  possible  for  the  staff 
to  devote  sufficient  time  to  disposing  of  surplus  properties.  In  order 
to  ensure  that  this  responsibility  is  not  neglected,  we  recommend  that 
one  member  of  the  office  staff  be  assigned  the  specific  responsibility 
of  attempting  to  dispose  of  surplus  properties. 

The  more  important  duties  under  the  proposed  organization  would 
be  as  follows: 

Director  of  Real  Estate. 

1.  Exercise  general  supervision  over  the  division  through  the  Chief 
Clerk  and  Chief  Negotiator. 

2.  Approve  all  Real  Estate  Division  recommendations. 

Chief  Negotiator. 

1.  Exercise  general  supervision  over  the  valuation  and  negotiation 
staffs. 

2.  Assign  work  to  the  valuators  and  negotiators. 

3.  Approve  all  purchase  and  sale  price  recommendations. 

4.  Act  for  the  Director  of  Real  Estate  during  temporary  absences. 

Valuators. 

1.  Prepare  real  estate  valuations  as  required  by  the  Chief  Negoti¬ 
ator. 
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2.  Inspect  the  status  of  properties  sold  under  covenants  to  ensure 
that  the  covenants  are  honoured. 

Negotiators. 

1.  Negotiate  purchase  and  sale  prices,  as  required  by  the  Chief 
Negotiator,  including — 

(a)  examination  of  properties; 

(b)  initiation  of  correspondence; 

(c)  personal  interviews. 

Chief  Clerk. 

1.  Exercise  general  supervision  over  the  office  staffs  and  the 
switchboard  receptionist,  and  perform  clerical  duties. 

Office  Staff — re  Property  Acquisitions. 

1.  Maintain  acquisition  records. 

2.  Obtain  data  and  assemble  the  files  required  by  the  valuators 
and  negotiators,  including — 

(a)  obtaining  working  plans  and  ownership  data  from  the 
Survey  Division; 

(b)  obtaining  assessment  data  from  the  Metropolitan  Assess¬ 
ment  Department; 

(c)  obtaining  Photo  Co-op.  pictures. 

3.  Mail  first  notices  to  owners  of  property  to  be  acquired. 

4.  Prepare  real  estate  purchase  recommendations  to  Board  of 
Control. 

Office  Staff — re  Property  Sales. 

1.  Maintain  sale  records. 

2.  Attempt  to  dispose  of  surplus  properties  by 

(a)  circularizing  real  estate  agents  and  owners  of  abutting 
properties  whenever  a  new  property  becomes  available; 

(b)  preparing  a  yearly  brochure  listing  properties  available 
for  sale  for  distribution  to  real  estate  agents  and  other 
interested  persons. 

3.  Obtain  data  and  assemble  the  files  required  by  negotiators, 
including 

(a)  filing  offers  to  purchase; 

(b)  filing  property  records. 

4.  Mail  notices  of  recommended  acceptance  or  rejection  to  “offer¬ 
ors  to  purchase”. 

5.  Prepare  real  estate  sale  recommendations  to  Board  of  Control. 


FINANCE  DEPARTMENT 


87 


PROCEDURES. 


The  basic  problem  faced  by  the  Real  Estate  Division  is  the  rapidly 
increasing  volume  of  work  being  assigned  to  it.  The  following  table 
illustrates  the  extent  of  the  problem: 


Number  of  Property 
Settlements  Assigned 


Year 

1952 

1953 

1954 

1955 


158 

93 

277 

1,345 


The  overwhelming  volume  of  work  now  being  assigned  to  the  divison 
demands  a  new  approach  to  scheduling  the  work  and  staffing  the 
division.  We  outline  below  our  recommendations  for  these  phases  of 
the  division’s  operations. 


Records, 


In  order  to  provide  the  information  required  by  the  Director  of 
Real  Estate  for  planning  and  controlling  the  operations  of  the  division, 
a  record  would  be  kept,  which  would  set  out  the  following  information 
for  each  property  settlement  outstanding: 

1.  Such  of  the  essential  data  as  are  being  recorded  at  present  in 
the  acquisition  register  and  on  the  cross-reference  cards. 
(It  no  longer  would  be  necessary  to  maintain  these  records.) 

2.  The  date  the  applicable  expropriation  by-law  was  passed. 

3.  The  date  the  survey  data  were  received. 

4.  The  date  the  preliminary  work  performed  by  the  office  staff  was 
completed  and  the  files  turned  over  to  the  Chief  Negotiator. 

5.  The  date  by  which  the  property  is  required. 

6.  The  name  of  the  negotiator  responsible. 

We  recommend  that  this  record  take  the  form  of  a  card  file, 
containing  a  card  for  each  property  settlement  outstanding,  grouped 
by  project  and  cross-referenced  to  the  settlement  file.  After  a  settlement 
is  reached,  the  property  settlement  card  would  be  transferred  from  this 
current  file  to  a  “completed-this-year”  file,  and  at  the  end  of  the  year 
to  a  dead  file  to  provide  a  permanent  record.  In  some  cases,  a  settle¬ 
ment  cannot  be  reached  and  the  transaction  must  be  held  in  suspense. 
In  such  cases,  the  property  settlement  card  would  be  transferred  to  a 
suspense  file. 

Control  of  operations. 

We  recommend  that  a  report  be  prepared  every  two  weeks  for  the 
Director  of  Real  Estate,  the  Chief  Negotiator  and  the  Chief  Clerk, 
from  the  current  card  file  described  above.  This  report  would  indicate 
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settlements  ahead,  settlements  in  process  and  settlements  completed 
during  the  two  week  period.  For  the  settlements  in  process,  it  would 
indicate  the  work  which  had  been  completed  on  them. 

These  reports  would  provide  the  Director  of  Real  Estate  with  a 
basis  for  scheduling  and  controlling  the  work  of  the  division.  Work 
would  be  scheduled  on  the  basis  of  due  dates  of  work  ahead  and 
available  staff.  Work  would  be  controlled  by  reference  to  the  progress 
being  made  on  each  of  the  settlements  in  process. 

Staffing. 

The  increase  in  volume  of  work  assigned  to  the  Real  Estate  Division 
has  been  described  above.  Since  the  volume  of  work  required  of  the 
division  fluctuates,  it  is  not  desirable  for  the  division  to  maintain  a 
staff  large  enough  to  process  peak  loads.  Independent  real  estate 
agents  have  been  engaged  to  assist  on  several  recent  projects  and  the 
procedure  has  proved  satisfactory.  We  recommend  therefore,  that  the 
Director  of  Real  Estate  be  given  authority,  within  the  limits  of  his 
approved  budget,  to  engage  independent  agents  and  clerical  staff 
whenever  necessary  to  ensure  that  service  is  provided  when  required. 

Budget. 

The  funds  approved  for  the  operation  of  the  Real  Estate  Division 
in  its  annual  budget  establish  approximate  limits  to  the  amount  of 
work  which  can  be  processed  by  the  division.  We  recommend  that 
the  budget  estimates  submitted  to  the  Board  of  Control  for  approval 
be  based  directly  on,  and  supported  by,  detailed  estimates  of  the 
work  which  will  be  required  of  the  division  during  the  following  year, 
and  the  timing  of  this  work  during  the  course  of  the  year. 

Each  year,  before  preparing  its  budget,  the  Real  Estate  Division 
would  obtain  an  estimate  of  the  work  to  be  required  of  it  from  the 
various  departments  and  from  those  outside  bodies  expected  to  require 
service.  On  the  basis  of  these  data,  the  division  would  estimate  how 
much  of  the  work  could  be  processed  by  the  regular  staff  of  the  div¬ 
ision  and  how  much  would  require  the  engaging  of  outside  agents  and 
temporary  clerical  staff.  The  division  then  would  prepare  its  budget 
estimates,  incorporating  this  information. 

If,  during  the  course  of  the  ensuing  year,  a  significant  volume  of 
work  is  requested  of  the  division  in  addition  to  that  budgeted  for,  the 
Director  of  Real  Estate  would  request  a  supplementary  appropriation 
from  the  Board  of  Control. 

Costs. 

Most  of  the  excess  volume  of  work  processed  by  the  Real  Estate 
Division  is  performed  for  outside  bodies  or  special  projects.  This  is 
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illustrated  by  the  following  analysis  of  work  assigned  in  the  years 
1954  and  1955: 


Number  of  Property  Settlements  Assigned 

City  Regent  Park  Parking  Metropolitan 
Year  General  South  Authority  Toronto  Total 

1954  .  141  —  43  93  277 

1955  .  320  370  16  639  1,345 


It  is  this  excess  that  makes  the  employment  of  outside  help  neces¬ 
sary.  Since  the  cost  of  acquiring  properties  through  the  use  of  outside 
agents  is  greater  than  through  the  use  of  civic  employees,  we  recom¬ 
mend  that  the  division  of  costs  among  those  groups  obtaining  service 
from  the  city  Real  Estate  Division  be  reviewed. 

We  submit  the  following  additional  recommendations  concerning  the 
methods  and  procedures  employed  by  the  Real  Estate  Division: 

Control  of  Sales. 

We  recommend  that  control  cards  be  maintained  for  all  property 
sales,  similar  to  those  described  above  for  property  acquisitions.  While 
negotiations  for  the  sale  of  a  particular  property  were  being  conducted, 
the  applicable  cards  would  be  filed  in  a  current  card  file.  The  Office 
Sale  Staff  would  note  on  the  cards  the  dates  the  offers  to  purchase 
were  received,  the  date  the  preliminary  work  performed  by  the  office 
staff  was  completed,  the  date  the  valuation  was  completed  and  the 
name  of  the  negotiator  responsible.  Each  week  the  Office  Sale  Staff 
would  prepare  a  list,  from  these  cards,  of  the  outstanding  offers  to 
purchase  and  their  status.  This  list  would  go  to  the  Director  of  Real 
Estate,  with  copies  for  the  Chief  Negotiator  and  the  Chief  Clerk. 
When  the  property  was  sold  the  card  would  be  transferred  from  the 
current  file  to  a  “completed-this-year”  file  and  at  the  end  of  the  year 
to  a  dead  file.  If  all  offers  to  purchase  were  rejected,  the  card  would 
be  transferred  to  a  suspense  file  and  the  possible  buyers  would  be 
re-circularized. 

Preparatory  Procedures. 

Many  problems  and  difficulties  are  created  for  the  Real  Estate 
Division  by  groups  requesting  property  acquisitions  without  first  carry¬ 
ing  out  the  necessary  preparatory  procedures.  For  example,  prob¬ 
lems  are  created  by  the  failure  to  pass  expropriation  by-laws  or  to 
provide  proper  survey  data.  We  recommend  that  a  statement  be  pre¬ 
pared  outlining  the  procedures  which  must  be  followed  and  the  data 
which  are  required  before  a  request  for  service  can  be  processed,  and 
that  this  statement  be  forwarded  to  all  groups  requesting  service  from 
the  division. 
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Certification  of  Funds. 

Under  the  existing  organization,  the  Real  Estate  Division  requires 
a  certification  of  the  availability  of  funds  for  real  estate  purchases 
from  the  Accounting  Division  of  the  Treasury  Department  before 
recommending  settlements  to  Board  of  Control.  In  the  proposed  organ¬ 
ization,  the  Real  Estate  Division’s  recommendations  concerning  purchase 
settlement  prices  would  be  forwarded  to  the  Department  for  which 
the  acquisition  was  being  made,  where  the  availability  of  an  appropri¬ 
ation  would  be  certified.  They  would  then  be  returned  to  form  part  of 
the  Finance  Department’s  reports  to  Board  of  Control. 

Issue  of  Deeds. 

Surplus  properties  are  sold  frequently  under  agreements  contain¬ 
ing  covenants  covering  the  use  to  which  the  properties  will  be  put. 
Some  are  sold  on  an  instalment  payment  basis.  Before  issuing  a  deed, 
the  Legal  Department  must  make  certain  that  the  purchase  consider¬ 
ation  has  been  received  in  full,  that  there  are  no  arrears  of  taxes,  and 
that  covenants  respecting  the  proposed  use  of  the  properties  have  been 
honoured.  The  Legal  Department  consults  the  Real  Estate  Division 
concerning  these  matters.  It  is  then  necessary  for  the  Real  Estate 
Division  to  consult  the  Treasury  Department  concerning  taxes  and 
purchase  considerations,  and  the  Buildings  Department  concerning 
compliance  with  zoning  regulations.  We  recommend  that  the  Legal 
Department  obtain  such  information  directly  from  the  Accounting 
Division  and  the  Building  Regulation  Division,  without  requiring  the 
Real  Estate  Division  to  act  as  an  intermediary. 
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SUPPLY  DIVISION, 

The  Supply  Division  of  the  Finance  Department  would  operate  under 
the  supervision  of  a  Director  of  Supply  who  would  be  responsible  to  the 
Commissioner  of  Finance. 

DUTIES  AND  RESPONSIBILITIES. 

The  duties  of  the  proposed  Supply  Division  would  include  all  the 
duties  of  the  present  Purchasing  Department.  In  addition,  the  Supply 
Division  would  maintain  effective  control  over  all  stores  and  would 
establish  a  unit  to  standardize  supplies,  review  specifications  and  conduct 
inspections  of  commodities  received. 

More  specifically  the  Supply  Division  would: 

1.  Act  as  the  City’s  purchasing  agent; 

2.  Operate  a  multilith  unit; 

3.  Operate  a  central  stores  organization; 

4.  Centralize  control  over  excess,  obsolete  and  salvage  goods; 

5.  Standardize,  in  cooperation  with  other  departments,  commodi¬ 
ties  in  use  by  more  than  one  department; 

6.  Review  specifications  for  standard  commodities  and  other  items 
in  order  to  ensure  that  the  quality  of  goods  will  satisfy  require¬ 
ments  ; 

7.  Inspect  and  test  goods  delivered  in  order  to  enforce  compliance 
with  specifications  and  the  terms  of  contracts. 

ORGANIZATION. 

In  order  best  to  conduct  the  foregoing  duties,  we  recommend  the 
plan  of  organization  which  is  set  out  on  the  following  page,  with  each 
section  operating  under  the  direction  of  a  supervisor  who  would  be 
responsible  to  the  Director  of  Supply. 

The  proposed  Standards  and  Specifications  Section  is  new  to  the 
City.  The  conclusion  that  such  a  section  is  needed  derives  from  the  fact 
that  in  governmental  purchasing,  as  in  industrial  purchasing,  price  is 
not  the  sole  consideration.  Purchasing  on  price  rather  than  on  detailed 
description  of  the  requirements  can  be  uneconomic  and  inefficient.  On 
the  other  hand,  purchase  of  commodities  in  accordance  with  specifica¬ 
tions  establishes  a  definite  basis  for  comparison  of  quality,  and  faci¬ 
litates  inspection  and  testing  in  order  to  ensure  compliance  with  speci¬ 
fications. 

The  need  for  a  Standards  and  Specifications  Section  finds  further 
support  in  the  fact  that  the  present  Purchasing  Department  is  hampered 
by  two  situations: 
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1.  Different  departments  want  slightly  different  items  where  one 
would  do. 

2.  Some  departments  specify  so  rigidly  as  to  eliminate  competi¬ 
tive  quotations. 

As  its  name  implies  the  Standards  and  Specifications  Section  would 
have  as  a  major  responsibility,  the  solving  of  such  problems  as  these. 

The  three  Sections  of  the  Supply  Division  are  explained  more  fully 
in  the  following  pages  wherein  under  each  Section,  we  have  indicated 
the  responsibilities,  organization  and  procedures  of  each  of  the  pro¬ 
posed  units. 


PURCHASING  SECTION. 

The  Purchasing  Section  would  be  under  the  control  of  a  Supervisor 
of  Purchasing  (or  Purchasing  Agent)  and  would  be  responsible  to  the 
Director  of  Supply. 

Duties  and  Responsibilities. 

In  general  terms  the  responsibility  of  the  Purchasing  Section  would 
be  to  purchase  commodities  and  services  as  required  at  the  lowest 
prices  consistent  with  requirements  concerning  specifications  and  deliv¬ 
ery.  More  specifically,  the  Purchasing  Section  would: 

1.  Purchase  or  contract  for  all  supplies  needed  by  the  departments; 

2.  Act  to  procure  the  requisite  quality  in  supplies  and  contract 
services  at  the  least  expense; 

3.  Endeavour  to  obtain  as  full  and  open  competition  as  possible 
on  all  purchases  and  sales; 

4.  Exploit  the  possibilities  of  buying  “in  bulk”  so  as  to  take  full 
advantage  of  discounts; 

5.  Issue  purchase  orders  or  contracts  for  supplies  and  contract 
services  on  competitive  bids  wherever  possible; 

6.  Conduct  market  analyses  in  an  effort  to  assure  purchases  when 
market  conditions  are  favourable; 

7.  Sell  supplies  and  equipment  excess  to  the  City’s  requirements, 
or  obsolete  but  salvageable; 

8.  Operate  a  multilith  unit. 

Organization. 

Although  no  change  is  contemplated  in  the  present  purchasing 
organization,  it  may  prove  necessary  to  re-allocate  the  work  of  the  indi¬ 
vidual  buyers  upon  occasion.  This  is  because  of  the  almost  certain  in¬ 
crease  in  the  number  of  orders  placed  for  Metropolitan  Toronto.  In  view 
of  the  proposed  simplification  in  the  manner  of  obtaining  purchase  ap¬ 
provals,  it  should  not  be  necessary  to  add  to  the  present  staff  to  take 
care  of  an  increase  in  orders. 
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On  the  other  hand,  consideration  should  be  given  to  employing  two 
“buyer  trainees”  who  would  assist  the  regular  buyers  and  be  trained 
to  replace  them  during  absences  or  on  retirement.  We  further  suggest 
that  the  present  pool  of  stenographers  be  placed  under  the  control  of  a 
Senior  Stenographer,  who  would  be  responsible  to  the  Supervisor  of 
the  Section. 

Procedures. 

Our  review  of  the  present  procedures  indicated  that  the  time  in¬ 
volved  in  issuing  the  majority  of  purchase  orders  can  be  substantially 
reduced. 

Much  of  the  difficulty  of  the  purchasing  group  arises  from  the 
methods  of  control  over  expenditures  exercised  by  the  Board  of  Control 
and  Council.  With  the  alternative  means  of  controlling  expenditures  out¬ 
lined  more  fully  elsewhere  in  this  report,  the  need  for  the  Administra¬ 
tion  maintaining  control  by  reviewing  individual  purchase  recommenda¬ 
tions  and  vouchers  would  cease.  As  a  consequence,  we  recommend 
below  certain  changes  designed  to  improve  the  Section’s  efficiency  in 
processing  orders.  These  are  discussed  under  the  following  headings: 

1.  Purchase  requisitions. 

2.  Placing  orders 

(a)  Obtaining  quotations, 

(b)  Opening  quotations. 

3.  Routing  of  purchase  orders. 

4.  Requirement  contracts. 

5.  Sales  of  excess,  obsolete  and  salvage  goods. 

6.  Multilith  unit. 

7.  Implementation  of  recommendations. 

1 .  Purchase  Requisitions. 

We  recommend  that  two  separate  requisition  forms  be  adopted  by 
all  departments.  One,  which  is  described  more  fully  in  our  report  on 
the  Stores  Section,  would  be  used  for  requisitioning  commodities  from 
stores.  The  other  would  be  used  in  requesting  the  Director  of  Supply 
to  acquire  the  item  involved.  We  suggest  that  the  present  special  requi¬ 
sition  forms  for  stationery  be  discontinued. 

The  present  purchase  requisition  form  would  be  improved  by  pro¬ 
viding  space  for  the  following  information: 

Date  ordered  and  date  required, 

Description  of  the  item, 

Account  to  be  charged, 

Inventory  minimum  and  maximum  authorized.  (This  informa¬ 
tion  would  be  completed  only  on  requisitions  to  replenish 
stores  items), 
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Quantity  on  hand, 

Quantity  ordered, 

Estimated  length  of  time  stock  will  last  if  order  is  filled, 

Approval  of  departmental  authority. 

Each  requisition  should  be  in  two  copies,  one  of  which  would  be  for¬ 
warded  to  the  Standards  and  Specifications  Section  of  the  Supply 
Division,  while  the  other  would  be  retained  in  the  Department  initiating 
the  request. 

The  Standards  and  Specifications  Section  would  review  the  techni¬ 
cal  content  of  the  requisition  and  edit  the  specifications.  This  routine 
is  discussed  in  detail  under  the  Standards  and  Specifications  Section. 
The  requisition  would  then  be  passed  to  the  Purchasing  Section  for 
further  action. 

2.  Placing  Orders. 

The  procedures  followed  by  the  Purchasing  Section  in  obtaining  and 
opening  quotations  would  vary  according  to  the  estimated  dollar  amount 
involved  in  the  order  to  be  placed.  The  procedures  that  we  recommend 
are  discussed  below  under  the  following  headings: 

(a)  Obtaining  quotations: 

i)  Orders  involving  less  than  $250, 

ii )  Orders  involving  more  than  $250, 

iii)  Calling  tenders, 

iv)  Open  market  authority. 

(b)  Opening  quotations  and  deciding  upon  the  successful  bidder; 

i)  Orders  involving  less  than  $5,000, 

ii)  Orders  involving  more  than  $5,000, 

iii)  Tender  contracts. 

(a)  Obtaining  Quotations: 

i)  Orders  involving  less  than  $250. 

In  placing  orders  for  less  than  $250,  the  Purchasing  Agent,  under 
the  supervision  of  the  Director  of  Supply,  should  be  permitted  discretion 
both  as  to  the  number  of  competitive  quotations  that  are  obtained  and 
to  the  methods  employed  in  obtaining  such  quotations. 

ii)  Orders  involving  more  than  $250. 

It  is  recognized  as  a  basic  principle  in  placing  orders  that  no  fewer 
than  three  competitive  quotations  should  be  obtained,  preferably  in 
writing.  We  recommend  that  this  principle  continue  to  be  used,  admit¬ 
ting  that  exceptions  may  be  unavoidable. 

We  suggest  that  the  Purchasing  Agent  use  two  main  methods  of 
obtaining  quotations:  first,  bidders’  lists  and  second,  public  notices  on 
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bulletin  boards  prominently  displayed  in  the  offices  of  the  Purchasing 
Section  at  City  Hall.  While  both  these  methods  should  be  used  in 
general,  they  could  be  supplemented  in  particular  circumstances  with 
advertisements  in  the  daily  newspapers. 

In  the  case  of  bidders  lists  the  Purchasing  Agent  should  be  per¬ 
mitted  discretion  as  to  how  long  a  supplier’s  name  should  remain  on  a 
list  if  he  fails  to  bid.  It  is  most  probable  that  with  the  use  of  bulletin 
boards  as  recommended,  the  present  necessity  of  maintaining  lengthy 
lists  of  potential  bidders  would  cease.  The  Purchasing  Agent  might 
well  consider  restricting  such  lists  to  ten  names. 

The  use  of  notices  appears  to  be  the  best  method  available  of 
obtaining  as  full  and  open  competition  as  possible.  The  notices  should 
indicate  in  sufficient  detail  the  specifications  and  other  pertinent  data 
concerning  the  work  or  materials  involved  to  guide  potential  suppliers 
in  deciding  whether  they  should  investigate  further.  Interested  parties 
should  then  receive  a  copy  of  the  standard  quotation  sheet  along  with 
a  mimeographed  copy  of  the  detailed  specifications  to  assist  them  in 
the  preparation  of  their  bids. 

iii)  Calling  tenders. 

The  calling  of  tenders  has  a  specific  place  in  the  purchasing  routine. 
However,  the  decision  as  to  when  tenders  are  to  be  called  should  be 
governed  by  the  type  of  work  involved,  and  not  solely  by  a  dollar 
amount  as  at  present.  Normally,  the  procedure  of  calling  tenders  would 
be  restricted  to  instances  in  which  peculiar  specifications  were  involved 
and  a  guarantee  of  performance  desired. 

The  procedure  detailed  in  the  section  of  this  report  on  the  City 
Clerk’s  Department  for  calling,  receiving  and  opening  tenders  and 
awarding  contracts  would  be  used  when  equipment,  materials,  or  sup¬ 
plies  are  purchased  by  tended.  In  addition  to  the  newspaper  advertise¬ 
ment  placed  by  the  City  Clerk,  it  would  be  desirable  to  employ  bidders 
lists  and  bulletin  board  notices  in  the  same  manner  as  for  obtaining 
normal  quotations. 

iv)  Open  market  authority. 

While,  as  previously  indicated,  it  is  usually  proper  to  obtain  at  least 
three  written  quotations,  there  would  always  be  certain  items  that  can 
be  purchased  to  better  advantage  and  with  better  delivery  if  there  is  no 
delay  caused  by  calling  for  quotations.  Since  this  would  give  no  assur¬ 
ance  that  the  lowest  price  was  obtained,  the  number  of  items  falling  in 
this  category  should  be  kept  to  a  minimum  and  the  number  of  items 
now  purchased  in  this  manner  by  the  City  should  be  reduced.  We  be¬ 
lieve,  however,  that  with  the  implementation  of  our  recommendations, 
the  need  for  the  Purchasing  Agent  to  have  lengthy  lists  of  such  items 
would  cease.  From  experience  the  Purchasing  Agent  and  the  Director 


FINANCE  DEPARTMENT 


97 


of  Supply  should  be  able  to  prepare  a  list  of  specific  items  which,  in 
their  opinion,  can  be  purchased  more  economically  if  authority  is 
granted  to  buy  on  the  “open  market”.  The  Board  of  Control  should, 
after  careful  review,  grant  such  authority  to  cover  only  specified  items, 
each  for  a  specified  length  of  time. 

(b)  Opening  Quotations  and  Deciding  Upon 
the  Successful  Bidder. 

While  quotations  would  be  solicited  as  above,  the  opening  of  quota¬ 
tions  and  the  subsequent  routine  of  choosing  the  successful  bidder 
wrould  vary  according  to  the  size  of  the  particular  order  involved. 

In  placing  an  order  the  Purchasing  Agent  must  decide  upon  the 
“lowest  responsible  bidder”.  In  doing  so,  the  Purchasing  Agent  must 
consider  in  addition  to  price: 

1.  Ability  to  perform — the  skill  and  capacity  of  the  supplier. 

2.  Time — performance  within  the  time  specified. 

3.  The  character,  integrity,  reputation,  judgment,  experience,  and 
efficiency  of  the  supplier. 

4.  The  quality  of  performance  of  previous  contracts  or  services. 

5.  Previous  and  existing  compliance  of  bidder  with  laws  related  to 
contract. 

6.  Sufficiency  of  financial  resources. 

7.  Ability  of  contractor  to  provide  future  maintenance  and  service. 

8.  Number  and  scope  of  conditions  attached  to  the  bid. 

In  assessing  these  considerations,  the  Purchasing  Agent  should  be  free 
to  arrive  at  his  own  conclusions  and  should  be  permitted  to  act  upon 
them. 

After  an  order  has  been  placed,  it  is  generally  accepted  that  every 
bidder  is  entitled  to  know  the  amount  of  the  competing  bids. 

In  relation  to  the  above,  the  following  procedures  are  recommended: 

i)  Orders  involving  less  than  $5,000. 

In  the  case  of  orders  estimated  to  involve  the  expenditure  of  less 
than  $5,000,  the  quotations  or  bids  obtained  would  be  opened  in  the 
Purchasing  Section.  The  Purchasing  Agent  would  have  full  discretion 
in  deciding  which  supplier  would  be  awarded  a  particular  order.  He 
would  however,  have  a  responsibility  to  unsuccessful  bidders  to  keep 
records  of  bids  received,  and  to  make  such  records  public  if  requested 
to  do  so.  In  addition,  the  Purchasing  Agent  would  in  cases  where  other 
than  the  lowest  quotation  was  accepted,  retain  in  his  files  data  sup¬ 
porting  his  reasons.  If  possible,  there  should  also  be  a  corroborating 
opinion,  preferably  from  the  head  of  the  Department  using  the  item 
involved. 
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ii)  Orders  involving  more  than  $5,000. 

In  the  case  of  quotations  expected  to  involve  the  expenditure  of 
more  than  $5,000,  we  recommend  that  the  solicitation  of  bids  include 
specific  reference  to  the  time  and  place  at  which  the  sealed  bids  would 
be  publicly  opened.  In  addition,  we  recommend  that  all  such  bids  be 
addressed  in  suitable  envelopes  to  the  City  Clerk.  Scrupulous  care  must 
be  taken  to  open  bids  at  exactly  the  time  specified  and  to  tabulate  all 
bids  as  they  are  opened.  More  detailed  reference  is  made  in  the  portion 
of  this  report  on  the  City  Clerk’s  Department,  to  a  new  committee 
known  as  the  ‘Tender  Opening  Committee.”  This  committee  would  open 
these  quotations,  record  the  pertinent  facts,  and  turn  them  over  to  the 
Purchasing  Agent  for  review  and  action. 

In  the  case  of  quotations  referred  to  him  by  this  committee,  the  Pur¬ 
chasing  Agent  should  be  free  to  place  the  applicable  order  with  any  of 
the  suppliers  who  have  quoted  on  the  work  or  item  involved.  When  the 
order  has  been  placed  with  the  lowest  bidder,  no  further  report  should 
be  necessary.  When  the  order  has,  on  the  other  hand,  been  placed  with 
other  than  the  lowest  bidder,  the  Purchasing  Agent  would  be  required  to 
report  to  the  Board  of  Control  on  his  action.  In  this  report,  the  data 
contained  in  the  three  or  four  lowest  quotations  should  be  summarized 
and  the  reasons  for  not  having  placed  the  order  with  the  lowest  bidder 
should  be  outlined. 

iii)  Tender  contracts. 

When  tenders  are  called,  the  Tender  Opening  Committee  referred 
to  above  would  be  responsible  for  the  public  opening  of  the  tenders 
received. 

Once  again,  after  recording  the  pertinent  details  of  the  various  bids, 
this  Committe  would  forward  the  detailed  information  for  review  and 
comment  to  the  Purchasing  Agent  in  the  case  of  supplies  for  stores,  or 
to  the  head  of  the  department  responsible  for  the  work  involved  in  all 
other  cases. 

The  Purchasing  Agent  or  this  Department  head  would  summarize 
for  the  Board  of  Control  and  Council,  the  tenders  as  received  and  would 
prepare  recommendations  on  the  action  to  be  taken.  Council  could  then 
decide  on  the  eventual  supplier  and  award  the  final  contract. 

3.  Routing  of  Purchase  Orders. 

After  deciding  upon  a  particular  supplier,  the  Purchasing  Section 
would  prepare  the  required  purchase  orders.  In  addition  to  being  res¬ 
ponsible  for  reviewing  the  accuracy  of  the  information  contained  in 
the  order  and  verifying  all  extensions  and  footings  before  any  orders 
are  released,  the  Section  would  record  the  vendor’s  code  number  as 
well  as  the  vendor’s  name.  This  procedure  is  necessary  since  with  the 
use  of  punched  card  equipment  in  processing  purchase  vouchers  it  is 
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necessary  to  identify  suppliers  by  number  for  most  of  the  mechanical 
operations. 

As  at  present,  purchase  orders  would  be  prepared  in  seven  copies, 
but  because  of  certain  organizational  changes  the  routing  of  the  various 
copies  would  be  as  follows: 

Copy  No.  1 — Forwarded  to  the  Vendor  by  the  Purchasing  Section, 

Copy  No.  2 — Forwarded  to  the  Disbursement  Section  of  the  Account¬ 
ing  Division. 

Copy  No.  3 — Retained  by  the  Purchasing  Section  and  filed  by  num¬ 
ber, 

Copy  No.  5 — Retained  by  the  Purchasing  Section  and  filed  by  com¬ 
modity. 

Copy  No.  4) — Forwarding  to  the  requisitioning  department  or  Stores, 

Copy  No.  6j  Copy  No.  4  to  be  used  by  the  receiver  and  Copy  No.  6 
to  be  used  by  the  Department  as  evidence  that  the 
order  has  been  placed. 

Copy  No.  7— Forwarded  to  the  Inspection  Branch  of  the  Standards 
and  Specifications  Section. 

4.  Requirement  Contracts. 

Using  central  purchasing  techniques,  there  are  five  methods  of 
buying  that  may  be  followed  by  the  City: 

1.  Petty  cash  purchases. 

2.  Purchases  for  shipment  direct  to  Departments. 

3.  Purchases  for  warehouses  or  stores. 

4.  Purchasing  under  emergency  purchase  order. 

5.  Requirement  contract  buying  sometimes  also  referred  to  as 
schedule  buying  or  price  agreement  contract  buying. 

The  use  of  imprest  petty  cash  funds  for  purchase  of  supplies  should 
be  restricted  to  minor  purchases  of  less  than  $20.00.  When  the  Standards 
and  Specifications  Section  has  been  established,  it  would  be  advisable  to 
give  this  Section  an  opportunity  to  review  petty  cash  vouchers.  In  this 
way  they  would  become  familiar  with  the  type  of  items  being  purchased 
in  this  manner,  and  might  consider  further  items  that  could  advan¬ 
tageously  be  kept  in  stores,  or  provide  alternatives  to  the  items  being 
purchased. 

Specific  purchases  by  the  Purchasing  Section  for  a  particular  De¬ 
partment’s  needs,  with  shipment  made  directly  to  that  Department, 
will  always  be  common.  Many  more  items  are  purchased  in  this 
manner  than  may  be  necessary,  because  of  lack  of  standardization  of 
similar  items  used  by  more  than  one  Department.  With  the  develop¬ 
ment  of  the  Standards  and  Specifications  Section  referred  to  later,  there 
should  be  a  considerable  reduction  in  such  items. 


100 


SURVEY  OF  CIVIC  ADMINISTRATION 


With  standardization  it  becomes  practical  to  maintain  in  ware¬ 
houses,  supplies  to  be  used  by  a  number  of  Departments.  Our  recom¬ 
mendations  concerning  the  organization  of  the  City’s  stores  are  dis¬ 
cussed  in  the  next  section  of  this  report  wherein  we  outline  the  means 
of  developing  and  improving  the  efficiency  of  the  present  central  stores 
organization. 

There  will  always  be  emergencies  and  hence  emergency  purchase 
orders.  Since  such  orders  result  in  violations  of  established  routine 
concerning  approvals,  quotations  and  the  selecting  of  suppliers,  it  would 
be  necessary  for  each  Department  initiating  an  emergency  purchase 
order  to  submit  a  full  written  report  to  the  Purchasing  Agent  explain¬ 
ing  the  nature  of  the  emergency  and  justifying  the  use  of  this  procedure. 

The  final  method  of  buying  that  may  be  used  by  the  City  is  require¬ 
ment  contract  buying.  Requirement  contract  buying  involves  buying  all 
of  the  requirements  of  the  City,  without  necessarily  specifying  the  exact 
quantity  or  delivery  dates,  for  a  particular  item  or  group  of  items  for 
a  specific  period  of  time  at  a  price  agreed  upon  in  advance.  This  method 
is  used  to  some  extent  at  present,  but  continual  investigation  of  require¬ 
ments  should  be  conducted  with  a  view  to  expanding  its  use.  The  ad¬ 
vantages  are  obvious  in  that  quantity  discounts  may  be  obtained  with¬ 
out  the  necessity  of  taking  delivery  until  required.  Costs  of  warehousing 
and  handling  are  hence  reduced,  interest  costs  are  lower,  and  yet  the 
supplies  involved  are  normally  as  available  as  if  they  were  in  the  City’s 
own  warehouses. 

5.  Sales  of  excess,  obsolete  and  salvage  goods. 

As  at  present  the  Purchasing  Section  would  continue  to  control  sales 
of  excess,  obsolete  and  salvage  goods,  obtaining  quotations  and  deciding 
on  a  particular  applicant,  much  the  same  as  outlined  in  connection  with 
the  placing  of  purchase  orders. 

6.  Multilith  Unit. 

The  Multilith  Unit,  as  presently  established,  provides  a  useful  ser¬ 
vice  in  cases  of  emergency.  It  also  provides  an  alternative  source  of 
supply  for  certain  of  the  City’s  printing  requirements.  In  order  to 
evaluate  fairly  the  estimated  savings  that  accrue  from  using  these 
facilities,  as  opposed  to  using  outside  suppliers,  the  establishment  of  a 
proper  cost  system  is  imperative.  As  discussed  more  fully  in  the  portion 
of  this  report  on  the  Budget  Division  of  the  Finance  Department,  we 
recommend  that  as  soon  as  practicable  cost  studies  be  completed  in  cer¬ 
tain  departments,  including  the  multilith  unit. 

7.  Implementation  of  Recommendations. 

The  adoption  of  the  foregoing  proposals  would  expedite  the  placing 
of  purchase  orders  by  the  Purchasing  Section  of  the  Supply  Division, 
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and  at  the  same  time  would  provide  means  of  ensuring  that  competitive 
quotations  were  obtained  before  orders  were  placed.  In  order  to  imple¬ 
ment  our  recommendations  it  would  be  necessary  to  amend  portions 
of  By-law  No.  12669,  as  amended,  and  particularly  Sections  115  and  115A 

thereof. 

As  the  Purchasing  Section  and  to  some  extent  the  Supply  Division 
as  a  whole  are  responsible  for  performing  the  same  duties  for  The 
Municipality  of  Metropolitan  Toronto  as  for  the  City  of  Toronto,  it  is 
important  that  the  Metro  Council  be  kept  informed  of  any  procedural 
changes  adopted  by  the  City  regarding  its  purchasing  routine. 

STORES  SECTION. 

The  Stores  Section  would  operate  under  the  control  of  a  Stores 
Supervisor  who  would  be  responsible  to  the  Director  of  Supply. 

Duties  and  Responsibilities. 

Our  review  of  the  present  central  stores  division  indicates  that 
there  is  a  great  deal  of  room  for  further  development  and  improvement 
in  the  efficient  use  of  a  central  stores  organization.  By  its  very  nature 
the  main  prerequisites  of  an  efficient  central  stores  organization  involve: 

1.  Effective  control  over  all  stores. 

2.  A  means  of  ready  reference  to  the  items  kept  in  stores  for  use 
by  those  responsible  for  requisitioning  commodities. 

3.  A  system  of  control  by  perpetual  records  of  the  items  in  stores 
in  order  to  ensure  that: 

(a)  the  requirements  of  the  operating  departments  for  staple 
items  can  be  readily  satisfied; 

(b)  there  is  a  maximum  turnover  of  the  individual  items; 

(c)  the  total  stock  of  items  and  dollar  value  thereof  is  kept  at 
a  minimum. 

The  reorganization  of  the  Supply  Division  and  the  establishment 
of  a  Stores  Section  within  that  division  has  been  proposed  earlier  in 
this  report.  These  changes  supported  by  the  recommendations  set  out 
in  this  portion  of  our  report  would  provide  much  more  effective  control 
over  stores  and  at  the  same  time  permit  the  Stores  Section  to  provide  a 
more  useful  service  to  the  other  departments. 

The  duties  of  the  Stores  Section  would  be: 

1.  To  establish  effective  control  over  all  stores  throughout  the 
City, 

2.  To  prepare  a  catalogue  of  commodities  kept  in  stores, 

3.  To  maintain  perpetual  inventory  controls  over  the  items  in 
stores, 

4.  In  co-operation  with  using  departments,  to  establish  minimum 
and  maximum  inventory  quantities  to  be  kept  in  stores, 
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5.  To  issue  to  using  departments  their  requirements  of  staple 
items  as  requisitioned, 

6.  To  replenish  the  stock  of  staple  items  kept  in  stores  as  required, 

7.  To  conduct  periodic  physical  verifications  of  stores  inventories. 

Since  the  present  central  stores  are  used  also  by  the  Municipality 
of  Metropolitan  Toronto,  it  would  be  important  to  ensure  that  Metro 
be  kept  informed  of  any  changes  in  procedures  adopted  by  the  City  in 
the  performance  of  the  foregoing  duties  and  responsibilities.  Approxi¬ 
mately  8%  of  the  present  issues  from  central  stores  are  to  the  Muni¬ 
cipality  of  Metropolitan  Toronto.  With  the  proposed  expansion  of  the 
central  stores  organization,  however,  and  the  re-allocation  of  certain 
responsibilities  between  the  City  of  Toronto  and  The  Municipality  of 
Metropolitan  Toronto,  the  division  of  the  work  load  between  the  two 
may  change  considerably  in  the  next  few  years. 

Organization. 

In  order  to  perform  its  duties  effectively  the  Stores  Section  must 
have  under  its  control  all  stores  and  stockrooms  throughout  the  City. 
As  far  as  is  practicable  the  physical  organization  of  such  stores  should 
be  such  that  all  items  of  a  similar  nature  would  be  concentrated  in  one 
place.  While  it  is  recognized  that  for  some  items,  e.g.  bulk  materials, 
automotive  repair  parts,  etc.,  storage  in  one  place  would  not  be  realistic, 
effective  centralized  control  would  nevertheless  be  maintained  through 
the  medium  of  suitable  perpetual  inventory  records. 

We  suggest  that  five  types  of  central  stores  are  required  throughout 
the  City.  The  general  location  and  items  to  be  kept  at  these  stores 
should  be  as  follows: 

Store  Type  1— This  store  should  be  located  within  easy  access  of 

the  proposed  central  shops.  The  inventory  carried 
would  include  all  metals,  pipes,  fittings,  valves, 
paints,  hardware,  tools,  etc.,  and  all  other  commodi¬ 
ties  required  in  the  maintenance  of  the  City’s  faci¬ 
lities  and  services  not  specifically  allocated  to  other 
stores. 

Store  Type  2 — Three  or  four  suitable  locations  throughout  the  City 

are  required  for  the  storing  of  bulk  materials.  In 
order  to  facilitate  the  functioning  of  the  operating 
departments  there  should  be  one  yard  in  each  of 
the  central,  west  and  east  districts  of  the  City  and 
possibly  one  in  the  north  district  as  well.  The  in¬ 
ventory  carried  in  these  yards  would  include  all  the 
bulk  materials  such  as  sand,  gravel,  salt,  cement, 
cinders,  etc. 
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Store  Type  3 — This  store  should  be  located  at  or  near  one  of  the 

main  welfare  centres  operated  by  the  Municipality 
of  Metropolitan  Toronto.  The  inventory  carried 
would  consist  of  staple  foodstuffs. 

Store  Type  4 — This  store  should  be  at  the  main  garage  operated  by 

the  City  with  small  subsidiary  stores  at  other 
garages  that  it  is  deemed  necessary  to  operate.  The 
stock  should  consist  of  auto  parts  and  accessories, 
tires,  greases,  oil,  etc.,  necessary  for  the  mainten¬ 
ance  of  the  city’s  automotive  fleets. 

Store  Type  5 — This  storeroom  should  be  at  the  City  Hall  and  would 

carry  as  stock  all  stationery,  paper  products  and 
washroom  and  cleaning  supplies. 

Each  proposed  store  or  subsidiary  store  would  be  under  the  control 
of  a  storekeeper  who  would,  with  the  assistance  of  the  necessary  staff, 
fill  requisitions  and  receive,  sort  and  store  all  the  supplies  of  the  par¬ 
ticular  store  for  which  he  was  responsible.  Perpetual  inventory  clerks 
would  be  responsible  for  maintaining  the  perpetual  inventory  records 
for  each  store  and  for  ordering  supplies  to  replenish  stores  inventories. 
The  perpetual  inventory  clerks  would  normally  be  located  at  the  City 
Hall  although  in  some  cases  further  investigation  might  indicate  that 
certain  clerks  could  perform  their  work  more  efficiently  if  they  were 
located  at  the  storeroom  for  which  they  were  responsible.  The  only 
additional  staff  that  would  be  required  would  be  a  catalogue  clerk  whose 
duty  would  be  to  ensure  that  the  proposed  stores  catalogue  was  up-to- 
date  and  accurate. 

Procedures. 

The  procedures  to  be  followed  by  the  Stores  Section  in  the  per¬ 
formance  of  its  duties  are  dealt  with  below  under  five  headings: 

1.  Stores  catalogue, 

2.  Perpetual  inventory  records, 

3.  Replenishing  stores, 

4.  Issuing  from  stores, 

5.  Inventory  verification. 

1.  Stores  Catalogue. 

The  items  to  be  kept  in  stores  should  be  staple  items  necessary  for 
the  maintenance  of  the  City’s  facilities  and  services  but  should  not 
include  items  necessary  for  capital  or  special  projects.  In  order  that 
personnel  in  the  various  operating  departments  may  be  kept  informed 
concerning  the  commodities  in  stores,  a  stores  catalogue  would  be  used. 

Much  of  the  preliminary  work  in  connection  with  the  establishing 
of  a  proper  stores  catalogue  was  done  a  few  years  ago  when  the  cen- 
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tralizing  of  stores  was  first  commenced.  The  catalogue  prepared  at 
that  time  has  fallen  into  disuse  but  a  restoration  should  be  relatively 
easy  to  accomplish.  As  noted  previously,  in  order  to  ensure  that  the 
reorganized  catalogue  is  kept  up-to-date,  the  establishment  of  the 
Stores  Section  would  be  altered  to  provide  for  a  catalogue  clerk  who 
would  be  responsible  to  the  Stores  Supervisor  and  have  as  his  duty,  all 
of  the  clerical  work  in  connection  with  the  amending  and  referencing  of 
the  catalogue. 

In  the  section  of  this  report  dealing  with  the  Standards  and  Speci¬ 
fications  Section  of  the  Supply  Division  we  discuss  at  some  length  the 
duties  of  that  Section  and  of  a  committee  advisory  to  it,  in  the  estab¬ 
lishment  of  standards  of  supplies.  Using  the  stores  catalogue  it  would 
be  one  of  the  duties  of  that  Section  and  of  its  Advisory  Committee  to 
review  continually  the  items  kept  in  stores  with  two  purposes  in  mind. 
The  first  would  be  to  reduce  to  a  minimum  the  number  of  similar  but 
not  identical  items  carried  in  stores  and  the  second,  to  consider  items 
that  might  be  added  to  the  stores  inventory  to  facilitate  the  operations 
of  the  various  departments. 

As  a  further  aid  in  determining  the  items  that  should  be  kept 
in  stores  and  as  an  assistance  in  determining  the  minimum  and  maxi¬ 
mum  quantities  of  the  individual  items  that  should  be  kept  on  hand 
at  any  time,  we  suggest  that  each  department  head  review  the  current 
catalogue  in  detail  once  a  year  and  indicate  his  estimated  require¬ 
ments  of  each  item  therein  for  the  ensuing  year  taking  seasonal  vari¬ 
ations  into  account.  At  the  same  time  we  suggest  each  department 
head  should  consider  possible  items  that  might  be  added  to  the 
inventories. 

2.  Perpetual  Inventory  Records. 

While  it  may  not  be  practical  in  all  cases,  we  suggest  that  the 
perpetual  inventory  records  be  maintained  at  the  main  office  of  the 
Stores  Section.  With  the  centralization  of  these  records  it  would  be 
more  practicable  for  the  Stores  Supervisor  to  exercise  effective  control 
over  the  quantities  in  the  various  stores.  A  more  readily  available 
source  of  information  regarding  central  stores  would  also  be  provided 
for  such  interested  persons  as  the  buyers  and  personnel  in  the  other 
sections  of  the  Supply  Division. 

In  order  that  the  perpetual  inventory  records  may  provide  their 
full  value,  information  as  to  the  current  stock  and  location  of  any 
particular  item  must  be  readily  available.  To  provide  these  data  and 
other  required  information  satisfactorily,  the  form  of  the  present 
perpetual  records  would  be  changed  to  provide  the  following: 

(a)  Description  of  the  commodity. 

(b)  The  commodity  code  number. 
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(c)  The  minimum  and  maximum  quantities  of  the  particular 
commodity  that  it  has  been  agreed  would  be  kept  on  hand 
at  any  time.  This  information  should  be  further  sub-divided 
by  locations  over  the  various  columns  as  described  in  (i) 
below. 

(d)  Requisition  number  for  issues  and  Receiving  Slip  number  for 
receipts. 

(e)  Department  (for  issues)  or  Supplier  (for  receipts). 

(f)  Value  of  purchases. 

(g)  Average  cost. 

(h)  Total  quality — In,  Out  and  Balance. 

(i)  In  cases  where  the  particular  commodity  is  kept  at  a  number 
of  locations,  columns  would  be  provided  to  indicate  the  move¬ 
ment  and  balance  at  each  location. 

(j)  Memo  columns — showing  purchase  order  number  and  quantity 
of  outstanding  orders  not  yet  received. 

The  two  most  important  innovations  in  the  information  that  we 
recommend  be  recorded  in  the  perpetual  inventory  records  concern  the 
establishment  of  minimum  and  maximum  quantities  and  the  use  of 
average  costs. 

While  no  strict  rule  can  be  established  as  applying  to  all  com¬ 
modities  to  be  carried  in  the  stores,  it  appears  that  an  average  of  three 
months’  requirements  of  the  individual  items  would  provide  normally 
for  the  most  efficient  stores  operations.  With  a  basic  average  estab¬ 
lished,  it  should  be  practicable  to  establish  minimum  and  maximum 
quantities  of  each  item  to  be  carried  in  stock.  In  establishing  the 
estimated  requirements  and  hence  the  minimum  and  maximum  quan¬ 
tities  to  be  maintained,  two  sources  of  information  would  have  to  be 
reviewed  first.  These  sources  would  be  past  consumption  and  the 
estimates  of  the  department  heads  of  the  requirements  of  their  de¬ 
partments  for  the  ensuing  period.  With  this  information  seasonal  re¬ 
quirements  and  technological  changes  would  have  to  be  considered 
carefully  to  avoid  overstocking  and  obsolescence  losses. 

At  present  the  dollar  limit  of  the  stores  inventory  set  by  the 
Administration  is  established  arbitrarily.  With  the  development  of 
maximum  quantities  in  the  manner  described  above,  the  annual  review 
of  the  dollar  ceiling  of  the  stores  inventories  would  be  facilitated. 

In  valuing  stores  inventories  the  most  universally  accepted  and 
the  most  practical  method  of  valuing  balances  and  issues  in  the  case  of 
a  municipality  is  through  the  use  of  average  cost  and  we  recommend 
that  this  basis  be  adopted  by  the  Stores  Section.  The  procedures  for 
determining  average  costs  are  relatively  simple  and  their  adoption 
would  serve  to  reduce  the  detail  work  of  maintaining  the  present 
perpetual  records. 
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Aside  from  the  information  recorded  in  the  perpetual  inventory 
records  noted  above,  care  should  be  taken  regarding  the  establishment 
of  the  units  in  which  inventory  items  would  be  controlled.  It  is  nor¬ 
mally  not  economical  to  attempt  to  control  very  small  quantities  of 
low-value  items.  We  recommend  that  periodic  reviews  be  conducted 
of  the  units  in  which  commodities  of  various  types  would  be  issued  to 
departments  and  controlled  in  the  perpetual  inventory  records. 

The  sources  for  recording  information  in  the  perpetual  records 
are  outlined  in  the  following  paragraphs. 

3.  Replenishing  Stores. 

In  the  section  of  this  report  dealing  with  the  Purchasing  Section, 
we  recommended  that  in  future  there  should  be  two  distinct  requisition 
forms,  one  to  be  used  in  requisitioning  commodities  from  stores  and 
the  other  to  be  used  for  requesting  the  Purchasing  Agent  to  acquire  the 
item  involved.  The  new  form  to  be  used  in  requisitioning  items  from 
stores  is  discussed  in  the  next  section  of  this  report,  while  the  use 
of  the  purchase  requisition  as  it  applies  to  the  Stores  Section  is  dis¬ 
cussed  below. 

Purchase  requisitions  would  be  initiated  by  the  responsible  perpetual 
inventory  clerk  in  the  case  of  requisitions  to  replenish  stores  items. 
The  perpetual  inventory  clerks,  in  determining  the  quantities  to  be 
ordered,  would  use  as  their  guide  the  authorized  minimums  and  maxi- 
mums  and  the  information  available  to  them  as  to  estimated  future 
requirements.  After  approval  by  the  Stores  Supervisor,  the  requis¬ 
itions  would  be  passed  to  the  Standards  and  Specifications  Section  for 
review  of  their  technical  content  and  then  passed  to  the  Purchasing 
Section. 

Upon  receipt  of  a  duly  approved  requisition  to  replenish  stores 
inventories,  the  respective  buyers  would  be  free  to  proceed  immediately 
in  obtaining  competitive  quotations  and  placing  the  purchase  order 
without  further  reference  to  the  Administration.  This  procedure  is 
discussed  more  fully  in  the  section  of  this  report  concerning  the 
Purchasing  Section. 

When  issued,  two  copies  of  the  purchase  order  would  be  returned 
to  the  requisitioning  department.  In  the  case  of  requisitions  to  re¬ 
plenish  the  stores  inventory  these  copies  would  first  be  forwarded  to 
the  responsible  perpetual  inventory  clerk.  Receipt  of  these  copies  of 
the  purchase  order  would  indicate  that  the  required  order  had  been 
placed.  Subsequently  one  copy  of  the  purchase  order  would  be  for¬ 
warded  to  the  storeroom  where  the  goods  were  to  be  received;  the  other 
copy  would  be  retained  to  support  the  memo  posting  in  the  perpetual 
inventory  records  and  filed  in  a  master  file  of  outstanding  orders.  This 
latter  file  would  be  available  at  any  time  to  indicate  the  outstanding 
commitments  for  stores  items. 
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We  recommend  that  a  uniform  procedure  of  recording  receipts  be 
instituted  throughout  all  departments,  using  pre-numbered  receiving 
slips.  These  receiving  slips  would  be  prepared  in  two  copies  on  which 
would  be  indicated  an  adequate  description  of  the  item  involved  and 
its  code  number  (using  as  an  assistance  the  description  as  indicated 
on  the  available  copy  of  the  purchase  order),  the  quantity  received, 
the  date  of  receipt,  the  supplier  and  the  signature  of  the  person  ac¬ 
knowledging  receipt.  The  individuals  responsible  for  receiving  goods 
in  the  various  departments  would  indicate  on  their  copy  of  the  pur¬ 
chase  order  the  receiving  slip  number  and  the  quantity  received  as 
their  records  of  receipts.  The  two  copies  of  the  receiving  slip  would  be 
forwarded  to  the  department  being  charged  with  the  item.  One  copy 
would  be  forwarded  subsequently  to  the  Disbursement  Section  of  the 
Accounting  Division. 

In  the  case  of  stores  items,  the  two  copies  of  the  receiving  slip 
would  be  forwarded  to  the  perpetual  inventory  clerk  concerned.  This 
clerk  would  in  turn  match  the  items  shown  with  the  applicable  pur¬ 
chase  order  and  clear  his  “outstanding  commitments”  file.  The  per¬ 
petual  inventory  clerk  would  value  the  items  received  from  the  in¬ 
formation  contained  on  the  purchase  order  and  proceed  to  enter  his 
records. 

4.  Issues  from  Stores. 

We  have  suggested  above  that  a  separate  requisition  form  be  used 
by  the  departments  in  ordering  items  kept  in  stores.  The  routine  fol¬ 
lowed  at  the  time  of  issuing  goods  and  subsequently  at  the  time  of 
preparing  the  applicable  accounting  distribution  could  be  simplified  if 
the  following  changes  were  made  in  the  present  requisition  form. 

The  stores  requisition  form,  rather  than  being  prepared  in  two 
copies,  would  be  prepared  in  four  copies.  The  additional  copies  of  the 
form  would  be  used  for  recording  and  distribution  routines  without 
the  necessity  of  preparing  separate  delivery  slips  at  the  storerooms. 
The  requisition  forms  would  indicate  the  name  of  the  requisitioning 
department,  the  account  to  be  charged,  the  description  of  the  item 
involved  and  the  code  number  thereof,  the  quantity  and  the  author¬ 
ization  for  the  withdrawal,  and  would  provide  space  for  the  ac¬ 
knowledging  signature  of  the  person  receiving  the  goods. 

One  copy  of  the  requisition  form  would  be  retained  by  the  person 
receiving  the  goods  and  would  be  returned  with  the  materials  to  his 
department.  The  other  three  copies  would  be  forwarded  by  the  store¬ 
keeper  to  the  responsible  perpetual  inventory  clerk.  In  turn,  after 
valuing  the  items  shown  on  the  form  from  his  records,  the  perpetual 
inventory  clerk  would  retain  one  copy  of  the  requisition  to  support 
his  perpetual  inventory  recording  and  forward  the  other  two  copies 
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to  the  General  Accounting  Section  of  the  Accounting  Division.  This 
section  would  each  week  summarize  and  distribute  all  requisitions  re¬ 
ceived,  retaining  one  copy  for  their  records  and  forwarding  the  other 
copy  as  an  “invoice'’  to  the  department  involved. 

5.  Inventory  Verification. 

One  of  the  added  advantages  of  maintaining  perpetual  inventory 
records  concerns  the  ease  of  preparation  of  inventory  summaries  for 
purposes  of  financial  statements.  The  inventory  summaries  can  be 
prepared  from  the  perpetual  records  by  valuing  the  individual  items 
without  further  reference  to  the  actual  inventories  themselves.  To  be 
used  practically  for  this  purpose  the  perpetual  records  must  be  verified 
continually  by  physical  count. 

Physical  checks  of  inventory  and  verification  of  the  perpetual  in¬ 
ventory  records  should  be  carried  out  under  the  direction  of  the  Stores 
Supervisor.  A  program  should  be  designed  whereby  the  Stores 
Supervisor  would  use  the  various  perpetual  inventory  clerks  to  verify 
the  inventories  throughout  the  year.  Selected  commodities  should  be 
checked  each  week  and  every  item  checked  at  least  once  each  year  with 
the  physical  counts  and  verification  conducted  by  perpetual  inventory 
clerks  not  directly  responsible  for  the  items  involved. 

STANDARDS  AND  SPECIFICATIONS  SECTION. 

The  Standards  and  Specifications  Section  would  operate  under  the 
control  of  a  supervisor  who  would  be  responsible  to  the  Director  of 
Supply. 

Duties  and  Responsibilities, 

The  duties  of  the  Standards  and  Specifications  Section  would  be 
as  follows: 

1.  Review  purchase  requisitions  before  they  were  forwarded  to 
the  Purchasing  Section  in  order  to  ensure  that  all  specifications 
were  definite  and  certain  and  permitted  competitive  quotations. 

2.  Arrange  for  adoption  as  standards  the  minimum  number  of 
qualities,  sizes  and  variety  of  supplies  consistent  with  the 
efficient  operation  of  the  various  departments  of  the  City. 

3.  Consult  with  the  heads  or  other  officials  of  using  departments 
to  determine  precise  requirements  and  prescribe  standards  to 
meet  the  respective  needs. 

4.  Prepare  written  specifications  of  all  standard  supplies. 

5.  Classify  all  the  supplies  and  prepare  a  standard  purchasing 
nomenclature  for  using  departments  and  suppliers. 

6.  Act  in  an  advisory  capacity  to  the  Stores  Section  in  con¬ 
nection  with  maintaining  a  stores  catalogue. 


FINANCE  DEPARTMENT 


100 


7.  When  necessary  or  advisable,  require  chemical  and  physcial 
tests  of  samples  submitted  with  bids,  and  of  samples  of  de¬ 
liveries  to  determine  their  quality  and  conformance  with  speci¬ 
fications. 

8.  Inspect  or  supervise  the  inspection  of  all  deliveries  of  supplies 
or  contractual  services  to  determine  their  conformance  with 
the  specifications  set  forth  in  orders  or  contracts. 

9.  Consider  the  merits  of  products  alternative  to  those  already 

in  use. 

In  general,  the  Standards  and  Specifications  Section  would  concern 
itself  with  the  establishment  of  standards,  limiting  purchases  to  a 
definite  number  of  sizes  and  types  of  a  given  commodity.  It  would 
develop  and  prepare  formal  Supply  Division  Specifications  and  technical 
purchase  descriptions  for  non-recurrent  items.  An  important  activity 
of  the  Section  would  be  to  review  the  technical  content  of  purchase 
requisitions  to  ensure  that  they  carry  the  appropriate  specifications. 
Finally  the  Standards  and  Specifications  Section  would  be  responsible 
for  ensuring  that  commodities  when  delivered  complied  with  the 
specification  contained  in  the  original  order  and  otherwise  were  in 
agreement  with  the  terms  of  any  contract  which  may  have  been  issued. 

The  benefits  to  be  derived  from  a  standards  program  and  from 
recognition  that  accurate  specifications  are  an  essential  requirement 
of  supply  management  may  be  summarized  as  follows: 

1.  Having  accurately  described  the  commodity  that  is  wanted, 
bidders  are  in  a  better  position  to  bid  intelligently  and  buyers 
to  evaluate  their  offers.  Usually  the  price  gap  between  the  low 
and  high  bid  is  substantially  narrowed. 

2.  Inspection  is  facilitated  since  the  inspection  staff  has  definite 
standards  of  comparison. 

3.  In  the  generally  used  items,  standard  specifications  result  in  a 

decrease  in  varieties  and  types  purchased,  enabling  the  Supply 
Division  to  estimate  requirements  more  accurately  and  to  pur¬ 
chase  on  a  scheduled  time  basis  rather  than  on  an  immediate 
delivery  basis.  The  paper  work  of  individual  purchases  and  in¬ 
vitations  to  bid  is  greatly  reduced. 

4.  In  many  cases,  it  is  practical  to  reduce  the  total  inventories 
carried,  increase  the  turnover  of  the  items  retained  in  inventory 
and  thereby  reduce  total  financial  requirements  and  permit 
better  use  to  be  made  of  available  funds. 

5.  Bulk  buying  and  warehousing  activities  are  facilitated. 

6.  The  quality  level  of  commodities  purchased  is  adjusted  more 
closely  to  the  actual  needs  of  the  using  departments. 

7.  The  requisitioning  activity  of  the  using  departments  is  simpli¬ 
fied. 
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Organization. 

We  believe  that  the  coordination  of  the  work  involved  in  reviewing 
specifications  could  be  handled  best  by  the  Supervisor  of  the  Section. 
We  propose  the  appointment  of  a  chief  inspector  to  coordinate  the 
work  of  the  inspectors.  The  chief  inspector  would  be  responsible  to 
the  Supervisor  of  the  Section. 

The  only  activities  of  the  Section  that  would  require  staff  would  be 
the  reviewing  of  specifications  and  the  inspection  of  materials. 

Procedures. 

The  proposed  procedures  to  be  followed  by  the  Standards  and 
Specifications  Section  are  discussed  below  under  the  following  headings: 

1.  Specifications, 

2.  Standards, 

3.  Testing  facilities, 

4.  Inspections. 

1.  Specifications, 

Any  specifications  issued  by  the  City  must: 

1.  be  definite  and  certain; 

2.  permit  competitive  bidding; 

3.  be  designed  to  satisfy  the  precise  requirements  of  the  requis¬ 
itioning  department  or  departments. 

In  this  latter  connection  it  is  of  importance  that  no  items  are 
specified  below  the  standard  required  nor  specified  to  be  of  a  quality 
superior  to  that  actually  necessary  to  satisfy  the  need.  It  is  equally 
uneconomical  to  buy  items  of  a  better  quality  than  required  as  it  is 
to  buy  items  of  inferior  quality. 

Therefore,  we  recommend  that,  as  part  of  the  regular  purchasing 
procedure,  all  departmental  purchase  requisitions  be  reviewed  by  the 
Standards  and  Specifications  Section  before  they  are  forwarded  to 
the  Purchasing  Section  for  processing. 

The  purpose  of  this  review  would  be  to  examine  the  technical 
content  of  each  requisition  to  see  that  it  contains  the  appropriate 
specifications.  Such  requisitions  would  be  edited  and  modified,  when 
necessary,  to  provide  for  proper  nomenclature  of  the  commodity  that 
is  requisitioned. 

With  its  available  technical  personnel,  this  Section  would  assist 
in  preparing,  or  would  actually  prepare,  the  Supply  Division  Speci¬ 
fications  for  certain  departments.  When  specifications  were  prepared 
by  the  using  department  itself,  the  Standards  and  Specification  Sec¬ 
tion  would  review  them  and  edit  them  if  necessary.  The  Standards  and 
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Specifications  Section  would  initiate  and  develop  Supply  Division 
Specifications  for  supplies  to  be  used  by  more  than  one  department. 

The  Supply  Division  Specifications  would  be  based  upon  commodity 
studies,  laboratory  research,  the  needs  of  the  various  City  departments, 
and  consultation  with  the  industries  concerned.  Comments  and  sug¬ 
gestions  for  the  improvement  of  specifications  would  be  solicited  from 
the  using  departments  and  from  industry  both  during  and  after  the 
development  of  a  specification.  Also  information  would  be  sought  from 
government  agencies,  technical  and  professional  societies  and  trade 
associations.  By  this  means,  specifications  would  be  kept  in  line  with 
the  latest  technological  developments  and  the  precise  requirements 
of  the  using  departments. 

The  establishment  of  specifications,  standards  or  lists  of  approved 
products  could  be  initiated  upon  request  of  the  Director  of  Supply, 
by  any  Commissioner,  or  by  the  Committee  of  Standards  and  Speci¬ 
fications  referred  to  later,  for  such  commodities  as  are  purchased  by 
the  Supply  Division. 

In  establishing  a  list  of  approved  products  the  Standards  and 
Specifications  Section  would  issue  a  public  notice  of  its  intention  and 
notify  in  writing  all  known  potential  applicants,  giving  instructions 
as  to  the  information  required  from  the  applicants. 

The  investigation  would  be  conducted  by  receiving  samples,  appli¬ 
cations  and  test  data  etc.,  arranging  for  further  tests  where  necessary, 
evaluating  the  results  and  finally  preparing  a  proposed  list.  The 
Section  would  then  submit  its  report  in  the  form  of  a  recommendation 
to  the  Director  of  Supply.  Upon  approval  and  adoption  by  the  Director 
of  Supply,  the  Supervisor  of  the  Section  would  notify  in  writing  the 
requesting  departments  and  applicants,  and  would  issue  the  list. 

2.  Standards. 

The  review  of  purchase  requisitions  would  also  enable  the  Stand¬ 
ards  and  Specifications  Section  to  consider  items  recurring  frequently 
enough  that  they  might  be  purchased  in  bulk.  Furthermore  such 
reviews  would  afford  an  opportunity  to  consider  the  number  of  similar, 
but  not  identical  items  being  requisitioned  and  consider  the  possibility 
for  further  standarization. 

With  information  gathered  in  this  manner  and  from  other  sources 
the  Standards  and  Specifications  Section  would  set  up  standards  for 
the  minimum  practicable  number  of  grades,  sizes  and  variety  of 
supplies  and  materials.  With  these  standards,  the  individual  buyers 
would  be  in  a  position  to  obtain  competitive  quotations  without  first 
having  to  verify  the  specification  on  an  individual  basis. 
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3.  Testing  Facilities. 

Since  alternative  facilities  are  available,  we  do  not  recommend 
that  the  Standards  and  Specifications  Section  establish  its  own  labor¬ 
atories  for  testing  products.  There  are  well  equipped  laboratories 
in  the  Public  Works  Department  which  would  be  made  available  for 
such  chemical  and  physical  tests  as  the  Standards  and  Specifications 
Section  deems  necessary.  It  might  be  found  in  certain  circumstances 
that  special  equipment  was  required  for  particular  types  of  tests. 
In  such  cases,  recourse  would  be  had  to  the  National  Research  Council, 
the  Ontario  Research  Foundation  or  to  commercial  laboratories,  in 
preference  to  purchasing  laboratory  equipment  for  the  Standards 
and  Specifications  Section. 

4.  Inspections. 

One  of  the  responsibilities  of  the  Standards  and  Specifications 
Section  would  be  to  inspect  or  supervise  inspection  of  all  deliveries  of 
supplies  or  contractual  services  to  determine  their  conformance  with 
the  specifications  set  forth  in  the  order  or  contract.  The  performance  of 
this  duty  however,  would  not  relieve  the  personnel  of  the  recipient 
department  of  the  responsibility  for  the  physical  receiving  and  handling 
as  well  as  the  detailed  quantitative  verifications  of  the  supplies  and 
materials  ordered. 

The  inspection  personnel  of  the  Standards  and  Specifications 
Section  would  be  primarily  interested  in  ensuring  that  the  items  re¬ 
ceived  met  the  specifications  contained  in  the  purchase  order  al¬ 
though  they  would  also  perform  from  time  to  time,  an  independent 
quantitative  verification  of  the  items  received. 

Inspection  of  commodities  would  normally  be  conducted  either  at 
the  point  of  origin  or  point  of  delivery  of  the  commodity  involved 
depending  upon  circumstances. 

As  previously  noted,  the  inspector’s  copies  of  all  purchase  orders 
issued  (the  No.  7  copy)  would  be  routed  through  the  Inspection  Branch 
of  the  Standards  and  Specifications  Section.  When  the  situation  war¬ 
ranted,  an  appropriate  notation  on  the  inspector’s  copy  would  be  made 
instructing  the  individual  inspector  to  obtain  a  sample  to  be  submitted 
for  tests.  The  inspectors  would  also  be  instructed  to  bring  in  samples 
at  any  time  they  believed  it  to  be  advisable. 

Other  Recommendations. 

While  the  responsibility  for  adopting  standards  would  rest  with 
the  Director  of  Supply  and  through  him,  with  the  Supervisor  of  the 
Standards  and  Specifications  Section,  close  cooperation  with  the  various 
using  departments  would  be  imperative.  For  this  reason  we  recom¬ 
mend  the  establishing  of  a  Committee  of  Standards  and  Specifications. 
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This  committee  would  be  an  advisory  technical  committee  under  the 
chairmanship  of  the  Supervisor  of  the  Standards  and  Specifications 
Section.  The  other  members  of  the  committee,  which  should  be  limited 
to  six  or  seven  members,  should  be  qualified  technical  personnel  from 
the  larger  using  departments. 

In  general  the  Committee  would  act  in  an  advisory  capacity  to  the 
Director  of  Supply.  The  Committee  would  make  recommendations, 
but  the  ultimate  responsibility  of  approval,  adoption  and  enforcement 
of  specifications  and  standards  would  rest  with  the  Director  of  Supply. 
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DATA  PROCESSING  DIVISION. 

The  Data  Processing  Division  of  the  Finance  Department  would 
operate  under  the  supervision  of  a  Director  of  Data  Processing  who 
would  be  responsible  to  the  Commissioner  of  Finance. 

DUTIES  AND  RESPONSIBILITIES. 

The  responsibilities  of  the  Data  Processing  Division  would  be  two¬ 
fold: 

1.  Coordinate  the  use  of  punched  card  and  related  equipment  as 
required  by  the  various  departments  of  the  City; 

2.  Provide  service  to  other  departments,  as  well  as  to  other 
divisions  of  the  Finance  Department,  where  the  use  of  punched 
card  equipment  is  warranted. 

ORGANIZATION. 

For  the  effective  operation  of  the  Data  Processing  Division  we 
propose  that  a  number  of  sections  be  established  responsible  to  the 
Director  of  the  Division.  Each  of  these  sections  would  be  under  the 
control  of  a  supervisor  and  would  be  responsible  for  the  machine  pro¬ 
cessing  of  one  of  the  major  activities  of  the  Division.  Based  on  the 
punched  card  applications  proposed  throughout  this  report,  it  appears 
that  there  would  be  five  sections.  Should  additional  machine  applica¬ 
tions  result  from  the  cost  studies  recommended  in  this  report  it  would 
probably  be  necessary  to  organize  an  additional  section.  The  five  sec¬ 
tions  would  be  primarily  responsible  for  payrolls,  disbursements  and 
general  accounting,  revenues  and  the  master  card  file,  the  central  key¬ 
punching  operations,  and  the  work  in  the  Department  of  Public  Wel¬ 
fare  respectively. 

From  an  administrative  point  of  view,  it  would  be  preferable  to 
have  one  central  machine  installation.  However,  from  a  practical 
point  of  view,  considering  the  present  City  Hall  facilities,  it  would  ap¬ 
pear  advisable  to  maintain  machine  installations  in  certain  other  de¬ 
partments.  In  spite  of  their  decentralization  the  supervisor  in  charge 
at  such  locations  would  be  responsible  to  the  Director  of  Data  Process¬ 
ing  who  must  maintain  responsibility  for  all  installations  if  he  is  to 
coordinate  the  use  of  all  punched  card  and  related  equipment. 

PROCEDURES. 

Reference  has  been  made  in  other  sections  of  this  report  to  the 
procedures  to  be  followed  by  the  Data  Processing  Division,  therefore 
they  will  not  be  repeated. 

The  term  “Data  Processing”  has  been  used  in  order  to  make  it 
known  that  this  is  a  service  division  whose  specific  function  is  to 
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process  data  on  punched  card  equipment  for  all  departments.  The 
Data  Processing  Division  would  not  initiate  any  documents  but  rather 
would  process  data  as  requested  in  order  to  produce  reports,  summaries 
or  other  information.  The  Director  of  Data  Processing  would  be  re¬ 
sponsible  for  scheduling  the  use  of  all  punched  card  equipment  for 
ensuring  that  reports  were  prepared  quickly  and  efficiently  and  that 
the  equipment  was  being  used  as  effectively  as  possible. 

The  responsibility  for  establishing  controls  over  the  work  per¬ 
formed  by  the  Data  Processing  Division  would  rest  with  the  initiating 
departments  or  divisions.  The  rule  to  be  followed  in  the  processing 
of  data  would  be  that  the  department  originating  the  request  would 
establish  totals  or  control  figures  of  the  items  to  be  processed  and 
would  subsequently  be  responsible  for  seeing  that  any  tabulations, 
summaries  etc.  prepared  from  the  original  data  agreed  with  the  control 
figures. 


IMPLEMENTATION. 

While  we  have  recommended  throughout  this  report  the  use  of 
punched  cards  for  many  procedures,  there  is  little  doubt  that  the 
transition  involved  would  of  necessity  be  gradual.  The  development 
of  a  complete  Data  Processing  Division  in  its  final  form  would  only 
be  accomplished  over  several  years. 

The  installation  of  each  punched  card  application  would  involve 
five  steps: 

1.  Procuring  the  necessary  staff ; 

2.  Ordering  the  equipment  and  preparing  for  its  delivery; 

3.  Completing  the  detailed  planning  of  the  application; 

4.  Initiating  dual  operation  of  the  machine  application  with  the 
existing  method; 

5.  Terminating  the  use  of  the  present  method. 

While  each  of  the  foregoing  steps  would  have  to  be  considered 
independently  for  each  application,  several  applications  could  be  under 
consideration  at  one  time.  The  close  inter-relation  of  many  of  the  ap¬ 
plications  would  have  to  be  carefully  considered  and  the  necessary  co¬ 
ordination  planned  by  the  Director  of  Data  Processing. 

Throughout  all  of  the  planning  and  implementation  work  close 
liaison  with  the  Organization  and  Methods  Division  of  the  Personnel 
Service  Department  would  have  to  be  maintained. 

During  the  implementation  study  period,  consideration  should  be 
given  to  the  possibility  of  operating  two  clerical  shifts  in  the  Data 
Processing  Division.  Since  the  cost  of  punched  card  equipment  is  fixed, 
it  is  probable  that  the  adoption  of  this  proposal  would  result  in  con¬ 
siderable  savings  to  the  City  in  the  form  of  reduced  unit  costs  of  the 
production  of  the  Department. 
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ELECTRONIC  COMPUTER. 

In  assessing  the  suitability  of  centralized  and  mechanized  account¬ 
ing  methods  we  have  given  attention  to  several  considerations  apart 
from  the  basic  suitability  of  a  specific  method  for  the  required  task. 

These  considerations  have  included  the  changeover  problems  in 
the  areas  of  management  and  staff  re-education,  specialist  staff  procure¬ 
ment,  and  the  costs  peculiar  to  the  changeover  period. 

As  a  result,  we  have  recommended  the  installation  of  punched  card 
equipment,  even  though  the  nature  and  volume  of  the  clerical  activities 
in  the  City  suggest  that  they  might  be  more  efficiently  performed,  on 
an  integrated,  centralized  basis,  by  an  electronic  computer. 

We  have  made  this  recommendation  for  several  reasons,  apart 
from  the  cost  reductions  and  efficiencies  offered  by  it. 

1.  Re-education. 

The  introduction  of  centralized  accounting  is  a  revolutionary  step 
in  itself.  Management  individuals  at  many  levels  must  learn  to  use 
reports  prepared  centrally,  within  an  overall  plan,  to  control  their  par¬ 
ticular  operations.  Records  themselves  would  in  many  cases  be  stored 
in  a  new  location  of  greatest  overall  advantage.  The  processing  of 
data  within  each  department  would  be  revised  to  conform  to  an  overall 
pattern. 

The  necessary  re-education  will  be  made  much  easier  if  it  is  as¬ 
sociated  with  a  change  to  punched  card  methods,  rather  than  to  an 
electronic  computer.  This  is  because  the  functions  of  punched  card 
machines  can  be  seen,  understood,  and  accepted  by  any  staff  member. 
Thus  the  implementation  of  the  new  concept  of  centralized  accounting 
can  be  demonstrated  and  learned  in  stages.  With  electronic  equip¬ 
ment,  the  new  concept  would  have  to  be  developed  with  relatively  little 
participation  by  the  majority  of  the  staff,  and  thus  with  a  consequent 
reluctance  to  accept  the  new  practices. 

2.  Staff  Procurement. 

Personnel  with  the  training  or  potential  to  operate  punched  card 
equipment  are  already  employed  by  the  City,  and  can  be  augmented 
as  new  applications  are  developed.  The  staff  for  an  electronic  com¬ 
puter  would  be  more  difficult  to  procure  at  the  outset  of  a  changeover 
program,  which  is  when  they  are  most  required.  However,  this  type 
of  staff  can  be  built  up  gradually  within  a  large  punched  card  instal¬ 
lation,  particularly  if  the  future  need  can  be  anticipated. 

3.  Changeover  Costs. 

The  work  assigned  to  an  electronic  computer  must  be  started  in 
carefully  planned  stages,  cautiously  spaced.  Meanwhile,  the  full  cost 
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of  the  equipment  is  being  borne.  On  the  other  hand  punched  card 
equipment  can  be  procured  unit  by  unit,  as  the  planning  for  each  stage 
is  completed.  In  this  way,  the  high-cost  period  of  side-by-side  operation 
of  old  and  new  methods  can  be  minimized.  A  subsequent  change  from 
punched  cards  to  computer  methods  would  be  faster  than  a  change 
from  manual  to  computer  methods,  since  the  general  approach  and 
most  documents  would  carry  over  unaltered  in  the  former  case. 

The  planning  and  training  devoted  to  introducing  punched  card 
methods  would  not  lose  their  value  if  a  later  change  to  computer 
methods  is  desired.  To  an  important  degree  the  detail  procedural 
analysis  necessary  for  the  former  methods  applies  to  the  development 
of  the  latter.  This  is  particularly  true  if  the  computer  operations  are 
designed  soon  after  the  punched  card  procedures  are  successfully  estab¬ 
lished,  and  with  some  of  the  same  personnel. 

Both  the  punched  card  and  computer  equipment  can  be  rented 
therefore  there  is  no  capital  investment  involved  in  either  case. 
There  would  be  no  capital  loss  at  the  time  of  a  changeover  from 
punched  card  to  computer  equipment. 

In  view  of  the  foregoing,  we  are  convinced  that  the  centralization 
process  should  be  accomplished  with  punched  cards,  with  a  probable 
subsequent  progression  to  an  electronic  computer.  However,  in  view 
of  the  long  time  required  to  program  a  computer  system,  we  recommend 
that  a  study  of  the  feasibility  of  such  a  system  should  start  as  soon  as 
the  first  phase  of  the  changeover  to  punched  cards  has  been  completed 
successfully.  This  will  permit  the  earliest  possible  introduction  of  a 
computer  after  the  complete  centralization  program  has  been  achieved. 

There  are  a  number  of  areas  in  which  it  can  be  envisaged  that  Th9 
Municipality  of  Metropolitan  Toronto  would  have  an  interest  in  a  com¬ 
puter  installation.  We  suggest  that  when  the  time  is  appropriate  the 
City  investigate  the  possibility  of  a  joint  study  with  the  Metropolitan 
government  of  the  feasibility  of  an  electronic  computer  installation. 
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APPENDIX  I 

PROCEDURES  OF  THE  TAX  BRANCH  OF  THE  REVENUE  SECTION. 

The  routine  procedures  to  be  followed  by  the  Tax  Branch  would 
be  as  follows: 

1.  As  at  present,  the  Tax  Branch  would  receive  a  copy  of  the 
assessment  roll  from  the  City  Clerk’s  Department  which  would 
also  indicate  sub-totals  of  assessed  values  by  divisions  and 
wards.  After  receipt  of  the  assessment  roll,  the  Data  Processing 
Division  would  prepare  from  its  master  punched  card  file  by 
reproduction  a  deck  of  assessment  punched  cards  to  be  used 
for  tax  purposes. 

2.  This  latter  deck  of  punched  cards  would  show  account  number 
and  assessed  values  of  all  city  properties.  The  Tax  Branch 
would  also  be  supplied  with  a  tabulation  of  these  cards,  with 
division  and  ward  sub-totals  indicated,  which  totals  would  be 
reviewed  and  reconciled  with  the  assessment  roll. 

3.  When  the  graded  exemption  by-law  (if  any)  had  been  passed 
by  the  Administration,  the  Tax  Branch  would  arrange  for 
and  control  the  processing  of  the  assessment  punched  cards 
to  reflect  the  particulars  of  this  by-law;  the  indicating  on  the 
assessment  punched  cards  of  the  assessed  values  liable  for 
tax  purposes  of  all  properties;  and  the  adjusting  of  the  assess¬ 
ment  control  totals  accordingly.  Since  certain  properties  in  the 
City  are  by  law  exempt  from  property  and  business  taxes,  cards 
covering  these  properties  would  be  sorted  out  during  this  opera¬ 
tion.  Tabulations  of  the  information  on  these  cards  would 
subsequently  be  prepared  for  statistical  purposes  and  for  pre¬ 
paring  reports  on  grants  in  lieu  of  taxes  as  required  by  the 
Administration. 

4.  The  Tax  Branch  would  also  arrange  and  control  the  processing 
of  the  assessment  punched  cards  to  be  used  for  business  tax 
purposes.  The  application  of  the  rates  established  for  business 
taxes  in  the  Ontario  Municipal  Act  would  be  automatically 
applied  to  the  assessed  values  and  the  business  assessment 
reflected  on  the  applicable  punched  cards. 

5.  Separate  controls  over  local  improvement  and  other  taxation 
revenues  would  be  maintained. 

In  the  case  of  local  improvements,  the  individual  rate¬ 
payer’s  share  of  the  cost  of  a  particular  project  would  have 
been  established  as  soon  as  the  project  was  completed.  It 
would  be  practical  in  this  case  to  prepare  in  advance,  by 
account  number  and  local  improvement  project  number,  cards 
for  billing  purposes  for  the  full  collection  term.  These  and 
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other  taxation  cards  similarly  prepared  in  advance  for  the 
current  taxation  period  would  then  be  merged  with  the  assess¬ 
ment  cards.  Listings  of  all  such  cards  by  type  would  be 
produced  and  used  as  the  basis  for  the  general  ledger  revenue 
entries. 

6.  When  the  various  tax  rates  had  been  determined  by  the  Admin¬ 
istration,  controls  over  the  detailed  tax  calculations  would  be 
established  by  the  Tax  Branch  for  each  type  of  tax  i.e.  general 
tax,  special  tax  and  the  various  school  taxes  for  each  division 
of  each  ward  based  upon  the  amounts  liable  for  taxes  previ¬ 
ously  determined. 

7.  Using  the  assessment  punched  cards  prepared  for  the  purpose, 
the  detailed  tax  calculations  could  then  be  completed.  The 
procedure  would  be  performed  automatically  on  a  calculator. 
At  the  same  time  a  master  instalment  punched  card  would 
be  prepared.  When  the  calculations  had  been  completed,  the 
assessment  punched  cards  would  indicate  the  amounts  of  the 
individual  types  of  taxes  payable  and  the  total  tax  payable. 
The  master  instalment  punched  cards  would  indicate  the 
amounts  of  the  several  instalments.  Tabulations  of  these 
assessment  punched  cards  would  once  again  be  prepared  for 
the  Tax  Branch  with  sub-totals  of  the  tax  amounts  shown  for 
each  division  and  ward.  These  tabulations  would  be  checked 
by  the  Tax  Branch  to  the  totals  previously  established. 

8.  With  the  punching  of  the  detail  cards  proved,  the  preparation 
of  the  individual  instalment  cards,  tax  bills  and  ledger  cards 
could  commence. 

The  master  instalment  card  referred  to  above  would  be¬ 
come  the  first  instalment  card.  All  other  instalment  cards 
would  be  reproduced  from  this  card.  These  cards  would  be 
identical  with  the  exception  that  they  would  be  suitably 
identified  as  first  and  subsequent  instalment  cards  by  the  colour 
of  the  cards  and  the  printing  and  interpretation  (i.e.  the  print¬ 
ing  on  the  card  of  the  amounts  punched  in  it)  on  the  face  of 
each.  The  ledger  cards  would  also  be  reproduced  from  the 
master  instalment  cards.  These  cards  would  show  the  antici¬ 
pated  tax  receivable  balance  by  instalments  and  would  provide 
space  for  balances  in  the  case  of  partial  payments  by  rate¬ 
payers.  The  ledger  cards  would  then  be  interpreted  for  visual 
reference,  and  set  aside  to  form  the  receivable  records. 

9.  The  preparation  of  the  tax  bills  would  be  accomplished  by 
merging  by  account  number  the  assessment  cards,  the  master 
instalment  cards,  the  name  and  address  cards  from  the  master 
file  and  the  applicable  local  improvement  and  other  taxation 
cards,  and  listing  the  information  contained  thereon  on  the 
applicable  form. 
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At  the  same  time  as  the  tax  bills  were  being  prepared 
carbon  copies  would  be  produced  showing  the  totals  of  taxes 
billed  by  types  of  taxes.  These  listings  would  serve  a  dual 
purpose.  They  would  support  the  general  ledger  receivable  and 
revenue  entries  would  provide  a  means  of  cross-reference  if 
the  need  arose. 

10.  When  prepared,  the  tax  bills  would  be  collated  manually  with 
the  instalment  cards  and  mailed  to  the  ratepayers.  It  should  be 
noted  that  the  cards  held  by  the  ratepayer  would  contain 
all  the  information  about  the  amounts  of  the  several  instal¬ 
ments  payable  as  well  as  the  account  number.  These  cards 
represent,  in  machine  sensible  form,  all  the  necessary  informa¬ 
tion  about  the  payment  which  the  taxpayer  would  make.  By 
validating  this  card  at  the  cash  register,  or  by  mail  teller,  it 
would  become  possible  to  effect  completely  automatic  posting 
of  ledger  balances. 

11.  Payments  of  tax  bills  would  be  received  in  the  Cashiers’  Branch 
of  the  Revenue  Section.  Although  the  duties  and  responsi¬ 
bilities,  organization  and  procedures  of  this  Branch  are  covered 
more  fully  elsewhere  in  this  report,  a  brief  outline  of  the 
proposed  procedures  to  be  followed  in  connection  with  receiving 
tax  remittances  follows. 

Upon  receipt  of  tax  payments,  the  cashier  would  receipt 
the  bill  (if  available)  and  validate  the  instalment  card  with  the 
amount  of  the  payment.  At  the  same  time  the  cash  register 
would  record  on  the  register  tape  the  amount  of  the  receipt. 
At  the  end  of  the  day  the  cashier,  under  the  direction  of  the 
chief  cashier,  would  first  balance  his  cash  to  the  machine 
register  tape.  At  the  same  time  the  instalment  cards  support¬ 
ing  the  tax  receipts  of  the  day  would  be  listed  and  once  again 
reconciled,  under  the  direction  of  the  chief  cashier,  with  the 
cash  and  cheques  on  account  of  taxes  received  for  the  day. 

The  treatment  of  partial  payments  of  instalments,  repre¬ 
senting  about  five  percent  of  all  payments,  would  differ  in 
that  the  cashier  or  mail  teller  would  use,  rather  than  the 
instalment  card,  other  blank  punched  cards  available  to  him. 
On  these  he  would  first  validate  the  amount  of  the  payment 
and  then  indicate,  in  a  space  provided,  the  account  number, 
date,  his  cashier’s  code,  type  of  payment  and  the  amount  of 
the  particular  payment.  These  cards  would  subsequently  be 
key  punched  with  the  foregoing  information  and  merged  with 
the  full  payment  cards  to  support  the  day’s  receipts  and  then 
used  to  post  the  accounts  receivable  ledgers. 

12.  To  post  the  tax  receivable  ledgers  the  payment  cards  would 
be  merged  with  the  ledger  file  to  select  the  ledger  cards,  at 
the  same  time  returning  posted  ledger  cards  from  the  previous 
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day’s  operations  to  the  ledger  file.  When  complete  instalment 
payments  were  made,  posting  would  become  simply  a  matter 
of  validating  the  balance  which  was  already  punched  on  the 
ledger  card.  In  the  case  of  partial  payments  the  new  balances 
would  be  calculated  in  the  calculator.  Control  of  postings  would 
be  established  by  the  Tax  Branch  by  arranging  tabulations  of 
the  ledger  cards  involved  in  the  day’s  operations  both  before 
and  after  posting,  the  difference  in  the  two  trial  balances 
being  reconciled  with  pre-determined  totals  of  the  day’s  receipts. 

In  the  case  of  accounts  involving  postings  of  other  than 
full  instalments  we  recommend  that  tabulations  be  prepared 
so  that  the  Tax  Branch  would  have  a  visual  record  to  review 
in  order  that  they  might  satisfy  themselves  as  to  the  accuracy 
of  the  individual  postings. 

13.  In  the  case  of  overpayment  of  accounts  by  ratepayers,  or  other 
transactions  giving  rise  to  refunds  of  taxes,  it  would  be  neces¬ 
sary  for  the  ratepayer  to  go  first  to  the  Administrative  Branch 
and  explain  his  case.  When  satisfied,  the  Administrative  Branch 
would  initiate  a  form  authorizing  the  cashiers  to  make  the 
refund.  When  presented  with  this  authorization  the  cashier 
would  use  one  of  the  punched  cards  available  as  a  receipt  for 
the  ratepayer  to  sign,  validate  the  payment  on  the  card  and 
indicate  in  the  space  provided  the  account  number,  date, 
cashier’s  code  number,  type  of  payment  and  amount  thereof. 
These  data  would  then  be  key-punched  into  the  card  and  used 
first  to  balance  the  cashier’s  receipts  for  the  day  and  subse¬ 
quently  for  posting  the  debit  entry  in  the  tax  ledgers. 

14.  In  order  to  improve  the  City’s  control  over  a  ratepayer’s 
liability  for  interest  on  late  instalment  payments,  we  recom¬ 
mend  that,  after  the  final  payment  date  has  passed  for  a 
particular  instalment,  the  individual  cashiers  be  required  to 
call  a  representative  of  the  Tax  Branch  in  the  case  of  current 
year’s  taxes,  or  a  representative  of  the  Enforcement  Branch, 
in  the  case  of  prior  years  taxes,  before  payment  of  the  account 
is  accepted.  In  either  case  the  Branch  involved  would  review 
the  ratepayer’s  account  and  indicate  to  the  cashier  the  amount 
of  interest  due.  With  this  information  available  the  cashier 
would  once  again  use  one  of  the  available  punched  cards  which 
he  would  validate  with  the  receipt  and  indicate  separately  the 
amount  of  the  taxes  and  interest  received. 

The  foregoing  procedure  would  not  prevent  acceptance  of 
a  great  many  payments  on  which  interest  was  due  and  pay¬ 
able.  There  would  always  be  a  number  of  payments  by  mail 
received  after  the  instalment  due  date  on  which  interest  is 
due  but  not  included.  The  City  must  deposit  such  payments 
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when  received  but  is  also  entitled  to  the  interest  that  should 
have  been  included  with  the  payment. 

By  using  the  ledger  cards  as  produced  during  the  year  a 
calculator  could  be  employed  at  the  end  of  the  year  to  indicate 
all  accounts  paid  after  the  instalment  due  dates  during  the  year. 
With  this  information  available  it  would  become  possible  to 
calculate  mechanically  the  amount  of  the  individual  ratepayer’s 
interest  liability  and  record  the  amount  thereof  on  the  sub¬ 
sequent  year’s  tax  billing. 
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APPENDIX  II 

PROCEDURES  OF  TOE  WATER  REVENUE  BRANCH  OF  TOE 

REVENUE  SECTION. 

An  outline  of  the  procedures  recommended  to  be  followed  by  the 
Water  Revenue  Branch  would  be  as  follows: 

1.  Flat-rate  accounts — 

(a)  All  of  the  information  concerning  flat-rate  accounts  would 
be  contained  in  the  master  punched  card  file  previously 
referred  to.  As  changes  take  place  in  any  of  the  factors 
affecting  the  billing  basis  for  water  they  would  be  reflected 
in  the  master  card  file.  One  of  the  procedures  to  be 
followed  when  changes  in  this  file  were  made  would  be 
to  make  the  necessary  changes  in  the  flat-rate  billing 
information. 

(b)  The  procedure  in  preparing  bills  would  be  to  select  from  the 
master  card  file  the  cards  for  the  accounts  to  be  billed 
and  to  reproduce  from  these  cards  two  cards,  one  to  be 
used  as  the  payment  stub  and  the  other  as  the  receivable 
ledger. 

(c)  Subsequently  the  payment  stub  and  the  name  and  address 
card  would  be  merged  and  the  bills  prepared.  At  the 
same  time  a  tabulation  of  the  accounts  billed  would  be 
prepared.  This  tabulation  would  form  the  basis  of  the 
general  ledger  revenue  entries. 

(d)  Once  again  the  master  card  file  would  be  used  to  select 
the  accounts  in  the  area  being  billed  where  water  was 
charged  on  a  meter-measured  basis  or  where  the  water 
was  shut  off.  From  these  cards  an  appropriate  listing 
would  be  prepared  for  the  Inspection  Unit  to  indicate  to 
them  as  they  were  delivering  the  flat-rate  bills  (if  this 
practice  is  continued)  that  each  premises  or  potential 
user  was  accounted  for. 

2.  Meter-measured  accounts  — 

(a)  The  present  forms  as  used  by  the  inspectors  in  reading 
meters  would  continue  to  be  used. 

(b)  When  complete  these  forms  would  be  forwarded  to  the 
Control  Unit.  The  Control  Unit  would  be  responsible  for 
estimating  consumption  in  cases  where  it  was  either  im¬ 
possible  for  the  inspectors  to  make  readings  or  where 
there  were  meter  faults.  Following  this,  the  meter  reading 
forms  would  be  passed  to  the  Data  Processing  Division. 

(c)  The  Data  Processing  Division  would  punch  and  key  verify 
on  appropriate  cards  the  information  concerning  the  applic- 
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able  accounts  and  readings.  The  consumption  would  then 
be  mechanically  determined  and  these  figures  reviewed  in 
a  calculator.  The  calculator  would  select  for  investigation 
by  the  Control  Unit  cards  on  which  the  consumption  varied 
significantly  from  the  previous  period,  or  from  other  cri¬ 
teria  as  established  by  the  Control  Unit. 

(d)  With  the  completion  of  the  punching  of  the  cards  for  the 
particular  accounts  being  billed  and  with  the  accuracy  of 
the  punching  proved,  the  preparation  of  payment  stubs, 
bills  and  ledger  cards  could  commence.  Using  the  punched 
cards,  the  detailed  rate  calculation  would  be  first  completed 
automatically  on  a  calculator.  The  punched  card  would 
be  used  as  the  payment  stub  to  be  sent  to  the  ratepayer, 
and  would  have  the  payment  data  printed  on  it. 

The  ledger  card  would  be  reproduced  from  this  pay¬ 
ment  stub  and  would  be  identical  with  it.  The  ledger 
cards  would  be  interpreted  for  visual  reference  and  then 
set  aside  to  form  the  receivable  records. 

(e)  The  preparation  of  the  water  bills  proper  would  be  accom¬ 
plished  by  merging  the  payment  stubs  with  the  name  and 
address  cards  from  the  master  file  and  listing  the  informa¬ 
tion  contained  thereon  on  the  bills. 

At  the  same  time  as  the  bills  were  being  prepared 
a  tabulation  would  be  produced  showing  the  totals  of  the 
accounts  billed.  This  listing  would  form  the  basis  of  the 
general  ledger  revenue  entries. 

(f)  When  prepared,  the  bills  would  be  collated  manually  with 
the  payment  stubs  and  mailed  to  the  ratepayers. 

3.  Payment  of  water  bills — 

(a)  Upon  receipt  of  water  payments,  the  cashier  would  receipt 
the  bill  (if  available)  and  validate  the  payment  stub  with 
the  amount  of  the  payment.  The  stubs  would  be  retained 
by  the  cashier  and  at  the  end  of  the  day  balanced  with 
the  cash  received  and  subsequently  used  to  post  the 
accounts  receivable  ledgers. 

(b)  In  the  case  of  partial  payments,  which  are  relatively  rare, 
rather  than  using  the  payment  stub,  the  cashier  would 
use  blank  punched  cards  available  to  him  on  which  he 
would  first  validate  the  amount  of  the  payment  and  then 
indicate  in  the  space  provided  the  account  number,  date,  his 
cashier’s  code  number,  the  type  of  payment  and  the 
amount.  These  cards  would  subsequently  be  key-punched 
with  the  above  data  and  merged  with  the  full  payment 
cards  to  support  the  day’s  receipts  and  then  used  to  post 
the  receivable  records. 
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(c)  Payments  of  water  bills  through  outside  agencies,  i.e., 
Canadian  Pacific  Express,  should  only  be  permitted  in 
cases  where  a  ratepayer  was  prepared  to  make  full  pay¬ 
ment  of  his  account.  In  such  cases  the  outside  agency 
would  accept  payment,  validate  the  stub,  and  subsequently 
send  both  to  the  Cashiers’  Branch. 

The  cash  would  be  recorded  in  the  cash  registers  in 
the  regular  way  and  the  payment  stubs  balanced  there¬ 
with  and  then  used  to  post  the  receivable  ledgers. 

4.  Posting  of  receivable  ledgers — 

To  post  the  receivable  ledgers  the  payment  cards  would 
be  merged  with  the  ledger  file.  In  the  case  of  full  payments 
the  cards  would  match  and  would  be  removed  from  the  ledger 
file.  In  the  case  of  partial  payments  new  balance  cards  would 
be  prepared  showing  the  account  details  and  the  remaining 
balances. 

Control  of  postings  would  be  maintained  by  the  Control 
Unit  by  arranging  tabulations  both  before  and  after  posting 
of  the  ledger  cards  involved  in  the  day’s  operations,  which 
tabulations  could  then  be  reconciled  with  the  pre-determined 
totals  of  the  day’s  receipts. 

5.  Discounts — 

(a)  In  the  case  of  flat-rate  accounts  the  charges  for  water 
service  would  be  recorded  in  the  master  card  file  to  show 
both  the  gross  and  net  billings.  In  the  case  of  meter- 
measured  accounts,  at  the  time  the  gross  billing  was  being 
calculated  in  the  calculator  the  net  billings  would  also  be 
calculated  and  indicated  on  the  payment  stub. 

(b)  Since  the  majority  of  water  accounts  are  paid  within  the 
discount  period,  the  original  revenue  entries  prepared  from 
tabulations  of  accounts  billed  would  be  based  on  net  billings. 
Subsequently  at  the  expiration  of  the  discount  period  for  a 
particular  billing,  the  accounts  involved  would  be  balanced, 
the  difference  between  the  gross  and  net  amounts  of  the 
unpaid  accounts  calculated  and  a  revenue  entry  prepared 
setting  up  the  increase. 

(c)  Since  no  discounts  are  allowed  on  Island  accounts  the 
original  revenue  entries  for  these  accounts  would  be  re¬ 
corded  in  their  gross  amounts  and  all  of  the  supporting 
cards  prepared  to  ignore  discount. 

6.  Refunds — 

In  the  case  of  overpayment  of  accounts  by  ratepayers,  or 
other  adjustments  of  accounts  giving  rise  to  refunds,  it  would 
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be  necessary  for  the  ratepayer  to  apply  first  to  the  Administra¬ 
tive  Branch  and  explain  matters.  When  satisfied,  the  Adminis¬ 
trative  Branch  would  initiate  an  “authorization  for  refund” 
form  which  the  ratepayer  would  then  take  to  a  cashier.  When 
presented  with  this  authorization  the  cashier  would  use  one 
of  the  punched  cards  available  as  a  receipt  for  the  ratepayer  to 
sign,  validate  the  payment  on  the  card,  and  indicate  in  the 
space  provided  the  account  number,  date,  cashier’s  code  num¬ 
ber,  type  of  payment  and  the  amount  thereof.  This  information 
would  then  be  key-punched  into  the  card  and  the  card  used  in 
balancing  the  cashier’s  net  receipts  for  the  day  and  subsequently 
for  posting  the  debit  entry  into  the  receivable  ledgers. 
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APPENDIX  III 

PROCEDURE  FOR  CONTROLLING  LICENSE  FEES  BY  THE 
SUNDRY  REVENUE  BRANCH  OF  THE  REVENUE  SECTION. 

The  procedure  for  controlling  license  fees  would  be  as  follows: 

1.  As  noted  elsewhere  in  this  report  the  money  in  payment  of 
permit  fees  would  be  received  eventually  in  the  Revenue  Sec¬ 
tion  along  with  a  notification  of  the  applicable  type  of  permit. 
In  cases  where  recurring  license  fees  were  involved  this  infor¬ 
mation  would  be  passed  through  the  Sundry  Revenue  Branch 
to  the  Data  Processing  Division  where  the  master  punched 
card  file  would  be  amended  to  record  by  code  number  the  type 
of  license. 

2.  The  procedure  of  including  this  information  in  the  master 
punched  card  file  would  permit  the  preparation  of  listings  of 
licenses  of  all  kinds  for  all  City  properties  automatically  when¬ 
ever  required.  Such  listings  when  related  to  the  address  of  the 
property  would  provide  a  ready  source  of  information  for 
inspection  or  other  purposes. 

3.  At  the  annual  billing  time  for  licenses  it  would  be  possible  to 
prepare  from  the  master  card  file  punched  cards  to  be  used 
for  billing  purposes.  As  explained  more  fully  in  the  sections 
of  this  report  concerning  property  taxes  and  water  rates,  the 
procedure  in  preparing  and  controlling  bills  would  be  as  follows: 

(a)  from  the  master  card  file  payment  stubs  w’ould  be  prepared 
showing  by  code  number  the  type  of  license  involved. 

(b)  by  gang  punching,  these  cards  would  then  be  processed  to 
indicate  the  amounts  due. 

(c)  with  these  cards  complete  and  verified,  ledger  cards  would 
be  produced.  The  preparation  of  ledger  cards  would  merely 
involve  reproduction  of  the  data  on  the  payment  stub.  The 
ledger  cards  would  then  be  interpreted  for  visual  reference 
and  set  aside  to  form  the  receivable  ledgers. 

(d)  the  payment  stub  and  the  name  and  address  card  from  the 
master  deck  would  then  be  collated  and  the  bills  prepared. 
At  the  same  time  listings  of  bills  issued  would  be  prepared, 
which  listings  would  be  used  to  support  the  general  ledger 
postings. 

(e)  the  bills  proper  and  payment  stubs  would  be  forwarded  to 
the  licensee.  It  will  be  noted  that  the  payment  stub  so 
forwarded  contains  all  the  information  about  the  account 
along  with  the  account  number.  Hence  these  cards  repre- 
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sent,  in  machine  sensible  form,  all  the  necessary  informa¬ 
tion  about  the  payment  the  licensee  would  make.  When 
the  card  is  validated  it  becomes  possible  to  effect  completely 
automatic  posting  of  ledger  balances. 
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APPENDIX  IV 

PROCEDURES  OF  THE  CASHIERS’  BRANCH  OF  THE 

REVENUE  SECTION. 

The  procedures  to  be  adopted  by  the  Cashiers’  Branch  would  be 
as  follows: 

1.  Cash  and  cheques  would  be  received  at  wickets  or  by  mail 
tellers  who  would  validate  the  supporting  documents  in  cash 
registers,  at  the  same  time  recording  in  their  machines  on 
register  tapes  the  amount  and  applicable  code  of  each  receipt. 

2.  At  the  close  of  each  day,  the  day’s  cash  receipts  would  be 
first  balanced  with  the  register  tapes.  This  work  would  be 
performed  under  the  supervision  of  the  Chief  Cashier. 

3.  Each  day’s  net  receipts  would  be  deposited  intact  the  following 
morning.  The  Chief  Cashier  would  arrange  that  deposits  be 
made  in  the  various  bank  accounts  maintained  by  the  City  as 
directed  by  the  Treasury  Division. 

4.  The  Chief  Cashier  would  retain  as  part  of  his  control  procedure 
records  of  total  receipts  and  deposits  which  would  have  to  be 
in  agreement  with  the  distribution  reports  prepared  as  indi¬ 
cated  below. 

5.  The  validating  of  documents  supporting  receipts  by  the  cashiers 
would  take  one  of  three  forms  depending  upon  whether  the 
accounts  were  billed  using  punched  cards  or  not,  and  whether 
full  or  partial  payments  of  punched  card  billings  were  received. 
The  present  cash  registers  would  be  capable  of  the  necessary 
imprinting. 

6.  In  the  case  of  full  payment  of  punched  card  billings,  the 
cashier  would  only  have  to  validate  the  payment  stub  in  his 
register  and  then  set  it  aside  for  later  balancing  with  his  cash. 

7.  In  the  case  of  partial  payment  of  punched  card  billings,  the 
cashier,  rather  than  using  the  payment  stub,  would  use  a 
blank  punched  card  available  to  him.  The  cashier  would  first 
validate  the  card  with  the  amount  of  the  receipt  and  then 
indicate  in  the  space  provided  on  the  card  the  account  number, 
the  code  number  of  the  type  of  receipt  and  the  amount  thereof. 

These  cards  similarly  would  be  set  aside,  subsequently 
key-punched  with  the  information  noted  thereon,  merged  with 
the  full  payment  cards  and  other  receipt  documents,  and 
balanced  with  the  cash  actually  received. 

8.  In  the  case  of  receipts  not  billed  with  punched  cards,  a  different 
procedure  would  be  followed.  Such  receipts  would  include 
accounts  billed  manually  and  revenues  received  from  various 
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departments  and  other  sources  not  billed  centrally  by  the 
Revenue  Section. 

Documents  supporting  receipts  of  this  kind  would  normally 
be  validated  and  then  set  aside  for  subsequent  balancing  with 
the  day’s  receipts.  Because  the  volume  of  such  items  would 
be  relatively  small  and  the  accounting  distribution  limited,  it  is 
considered  advisable  to  prepare  only  manual  summaries  for 
the  initial  balancing  with  the  day’s  cash  receipts.  Subsequently, 
punched  cards  supporting  these  daily  summaries  would  be 
prepared  and  used  to  prepare  the  general  ledger  postings. 

9.  Each  day  as  a  second  balancing,  the  validated  documents 
would  be  balanced  under  the  direction  of  the  Chief  Cashier 
with  the  cash  received.  This  procedure  would  involve  the  tabu¬ 
lating  of  the  punched  cards  for  both  full  payments  and  partial 
payments,  and  manually  adjusting  this  total  for  the  total  of 
the  sundry  receipts. 

10.  When  balanced,  the  Cashiers’  Branch  would  report  the  day's 
receipts  to  the  Treasury  Division  and  then  report  the  details 
of  the  receipts  to  the  General  Accounting  Section  in  support 
of  the  general  ledger  postings. 

11.  In  the  case  of  overpayment  of  accounts  by  debtors,  or  other 
transactions  giving  rise  to  refunds,  it  would  be  necessary  for 
the  claimant  to  go  first  to  the  Administrative  Branch  and 
explain  the  circumstances  leading  to  the  request  for  a  refund. 
When  satisfied,  the  Administrative  Branch  would  initiate  a 
form  authorizing  the  Cashiers’  Branch  to  make  a  refund.  When 
presented  with  this  authorization,  the  cashier  would  use  one 
of  the  punched  cards  available  as  a  receipt  for  the  recipient 
to  sign,  validate  the  payment  on  the  card  and  indicate  in  the 
space  provided  the  date,  his  cashier’s  code  number,  the  account 
number,  the  type  of  payment  and  the  amount  of  the  payment. 
These  data  would  then  be  key-punched  into  the  card  and  used 
in  balancing  the  net  receipts  of  the  individual  cashiers  for 
the  day,  and  later  for  preparing  the  general  ledger  posting 
entries. 
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APPENDIX  V 

PROCEDURES  OF  THE  EDITING  BRANCH  OF  THE 
DISBURSEMENT  SECTION. 

The  procedures  to  be  followed  by  the  various  units  of  the  Editing 
Branch  would  be  as  follows: 

General. 

1.  All  expenditure  documents,  or  forms  and  reports  to  result  in 
the  preparation  of  expenditure  documents,  with  the  exception 
of  payroll  vouchers,  would  be  received  initially  in  the  Assembly 
Unit. 

2.  Employee  expense  reports  and  petty  cash  reimbursement 
vouchers  would  require  no  processing  in  the  Assembly  Unit 
other  than  stamping  their  receipt,  assigning  a  voucher  number 
to  the  documents  and  checking  computations.  All  copies  of 
these  documents  would  then  be  sent  to  the  Review  Unit. 

3.  All  extensions  and  footings  on  documents  would  be  verified  by 
comptometer  operators  in  the  Assembly  Unit  before  they  were 
forwarded  to  the  Review  Unit. 

Purchase  Orders. 

1.  The  Purchasing  Section  of  the  Supply  Division  would  send  to 
the  Assembly  Unit  of  the  Editing  Branch  copies  of  all  purchase 
orders,  advice  of  change  in  purchase  orders  and  emergency 
purchase  orders.  The  Assembly  Unit  would  verify  that  all 
documents  had  been  received  and  would  prepare  them  for  the 
Review  Unit. 

2.  Purchase  orders,  advice  of  change  in  purchase  orders  and 
emergency  purchase  orders  would  be  processed  promptly, 
within  a  few  hours,  in  the  Review  Unit.  They  would  be  pro¬ 
cessed  as  follows: 

(a)  The  account  codes  would  be  checked  against  a  master  list 
and  documents  containing  inconsistencies  laid  aside. 

(b)  The  vendor’s  code  number  as  recorded  by  the  Purchasing 
Section  would  be  similarly  checked  against  a  master  list 
of  suppliers’  code  numbers. 

(c)  The  character  of  the  goods  or  services  listed  on  each  docu¬ 
ment  would  be  reviewed  to  determine  whether  or  not  they 
were  proper  charges  as  to  major  object  of  expenditure. 
Documents  containing  inconsistencies  would  be  set  aside. 

(d)  Documents  would  be  reviewed  for  compliance  with  legal 
requirements  and  propriety  of  expenditure.  Those  referring 
to  contracts  would  be  routed  to  a  person  designated  to 
review  them. 
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(e)  Documents  containing  inconsistencies  referred  to  above 
would  be  reviewed  by  the  Investigation  Unit.  This  Unit 
would,  if  necessary,  discuss  questions  and  irregularities 
with  the  Purchasing  Section  and/or  the  operating  depart¬ 
ments. 

3.  With  these  operations  completed,  the  approved  purchase  orders 
would  be  ready  for  the  preparation  of  punched  card  voucher 
and  distribution  information. 

4.  Controls  would  be  established  for  batches  of  purchase  orders. 
This  work  would  be  done  on  adding  machines  and  would  estab¬ 
lish  totals  which  would  be  recorded  by  the  Review  Unit  as  a 
control  over  the  punching  of  cards  by  the  Data  Processing 
Division. 

5.  The  Data  Processing  Division  would  punch  cards  for  each 
account  distribution  for  each  document.  After  verifying,  the 
cards  would  be  listed  for  proof,  totalled  by  batch  and  sorted 
by  purchase  order  number.  Totals  would  be  balanced  to  the 
pre-determined  totals  furnished  by  the  Review  Unit. 

6.  The  purchase  orders  and  balanced  punched  cards  would  be 
returned  to  the  Review  Unit.  The  punched  cards  would  be 
maintained  by  the  Review  Unit  in  files  in  sequence  of  purchase 
order  numbers.  The  purchase  orders  would  be  forwarded  to 
the  Assembly  Unit  and  maintained  in  alphabetic  order  by 
suppliers. 

7.  At  the  end  of  each  month  tabulations  by  account  number  of 
outstanding  purchase  orders  would  be  prepared.  This  tabula¬ 
tion  would  be  forwarded  by  the  Review  Unit  to  the  General 
Accounting  Section  for  inclusion  in  the  reports  to  the  Adminis¬ 
tration  and  to  the  Commissioners  of  the  various  departments. 

8.  At  other  times  it  would  be  practical  either  upon  the  request 
of  the  Budget  Division  or  of  a  particular  department  to  cal¬ 
culate  readily  the  amount  of  the  outstanding  purchase  orders 
against  a  particular  account. 

Initial  Steps  in  the  Preparation  of  Vouchers. 

1.  The  Assembly  Unit  would  receive  notices  of  delivery  of  goods 
or  services  from  the  various  stores  and  departments  and  match 
these  with  the  appropriate  purchase  order. 

In  the  case  of  partial  receipt  of  orders,  the  appropriate 
cross  reference  information  would  be  noted  on  both  the  receiv¬ 
ing  slip  and  the  purchase  order. 

2.  The  Assembly  Unit  would  also  receive  the  suppliers’  invoices 
and  match  these  with  the  appropriate  purchase  order  and 
receiving  slip. 
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3.  All  transaction  documents  would  be  time-stamped  in  the 
Assembly  Unit  upon  receipt.  Following  this  they  would  be 
sent  to  comptometer  operators  for  verification  of  extensions 
and  footings. 

4.  When  this  work  had  been  completed,  the  Assembly  Unit  would 
assign  a  voucher  number  to  the  documents  and  would  forward 
all  three  matched  documents  to  the  Review  Unit. 

5.  The  Review  Unit  would  compare  and  approve  the  invoice  if 
it  was  in  order  or  alternatively  would  refer  it  to  the  Investiga¬ 
tion  Unit  if  there  was  an  inconsistency. 

6.  In  the  case  of  complete  shipments  of  orders,  the  Review  Unit 
would  select  from  its  files  the  purchase  order  punched  cards 
previously  prepared  and  forward  them  together  with  the  re¬ 
lated  documents  to  the  Accounts  Branch. 

7.  In  the  case  of  partial  shipment  of  orders  the  original  purchase 
order  would  not  (except  in  the  case  of  the  final  shipment)  be 
forwarded  to  the  Accounts  Branch  as  part  of  the  voucher 
document.  Instead  a  special  notification  that  a  partial  shipment 
was  involved  would  be  made  on  the  face  of  the  document  and 
an  additional  approval  recorded  in  the  space  provided  con¬ 
firming  that  fact.  The  purchase  order  would  be  returned  to 
the  Assembly  Unit  to  await  the  balance  of  the  order. 

The  Review  Unit  would  also  control  the  preparation  by 
the  Data  Processing  Division  of  a  new  purchase  order  punched 
card  for  the  balance  of  the  applicable  order.  When  prepared 
this  card  would  be  filed  with  other  purchase  order  cards  in 
the  Review  Unit. 

8.  The  financial  editing  of  expenditure  documents  such  as  em¬ 
ployees’  expense  reports  and  petty  cash  reimbursement  vouchers 
would  primarily  consist  of  verifying  the  accuracy  and  com¬ 
pleteness  of  the  voucher,  particularly  with  regard  to  determin¬ 
ing  that  the  approver  was  an  authorized  signer  for  the 
department  involved. 

There  is  no  need  for  petty  cash  books  in  the  various 
departments.  Such  records  serve  no  useful  purpose  when  petty 
cash  funds  are  kept  on  an  imprest  basis. 
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APPENDIX  VI 

PROCEDURES  OF  THE  ACCOUNTS  BRANCH 
OF  THE  DISBURSEMENT  SECTION. 

The  general  procedures  to  be  followed  by  the  Accounts  Branch  of 
the  Disbursement  Section  would  be  as  follows: 

1.  The  Accounts  Branch  would  receive  from  the  Editing  Branch 
purchase  order  punched  cards  and  related  documents.  These 
documents  would  include,  except  in  the  case  of  partial  ship¬ 
ments  as  noted  in  Appendix  V,  the  supplier’s  invoice,  and 
the  applicable  purchase  order  and  receiving  slip.  The  first 
step  after  receipt  of  documents  would  be  to  batch  them  for 
transmittal  to  the  Data  Processing  Division  for  posting.  This 
batching  would  take  the  form  of  pre-determining  totals  on 
adding  machine  tapes  of  invoices  to  be  processed. 

2.  The  Accounts  Branch  would  then  transmit  to  the  Data  Pro¬ 
cessing  Division  the  invoices,  the  applicable  purchase  order 
punched  cards  and  the  pre-determined  totals  thereof. 

3.  The  Data  Processing  Division  would  complete  the  punching  of 
these  account  distribution  purchase  order  cards  by  punching  in 
the  space  provided  the  actual  invoice  amounts,  the  invoice 
dates  and  due  dates. 

4.  These  detailed  distribution  cards  for  each  purchase  order 
would  then  be  used  to  generate  another  set  of  cards  on  which 
the  total  for  each  supplier  would  be  shown  by  purchase  order 
number. 

5.  These  two  sets  of  punched  cards  would  each  be  tabulated  and 
proofs  prepared  which  would  have  to  be  in  agreement  with 
the  pre-determined  totals  prepared  by  the  Accounts  Branch. 

One  tabulation  and  deck  of  supporting  cards  would  show 
for  each  supplier  the  purchase  order  amounts  in  total  and  the 
invoice  amounts  in  total  side  by  side.  This  tabulation  would 
be  the  voucher  register  listing. 

The  other  tabulation  and  supporting  cards  would  be  used 
for  distribution  purposes. 

6.  Both  of  the  foregoing  tabulations  would  be  returned  to  the 
Accounts  Branch  along  with  the  transaction  documents. 

7.  The  transaction  documents  would  be  sorted  alphabetically  by 
supplier. 

8.  The  two  tabulation  listings  returned  to  the  Accounts  Branch 
as  noted  above  would  in  turn  be  re-transmitted  to  the  General 
Accounting  Section.  The  listing  showing  suppliers  by  purchase 
orders  as  previously  noted  would  be  used  as  a  voucher  register. 
The  other  listing  showing  the  details  of  account  distribution 
would  act  as  the  notification  to  the  General  Accounting  Section 
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of  the  general  ledger  transactions  posted  to  the  ledgers  by  the 
Data  Processing  Division  during  the  day. 

9.  Aside  from  accounts  on  which  discounts  were  applicable,  pay¬ 
ment  of  other  accounts  should  be  arranged  on  a  regular  cycle 
basis  to  insure  a  relatively  even  flow  of  cheques  to  the  Treasury 
Division. 

10.  The  selection  of  accounts  on  which  discounts  were  applicable 
would  be  accomplished  automatically  using  the  data  regarding 
invoice  dates  and  discount  terms  as  punched  on  the  voucher 
cards. 

11.  When  payments  of  accounts  were  to  be  made  the  applicable 
“Vouchers  Payable”  cards  would  be  selected  from  the  card 
file  automatically  using  the  due  date  information  punched 
in  the  cards.  With  control  totals  attached,  these  cards  would 
then  be  sent  to  the  Accounts  Branch.  The  Accounts  Branch 
would  select  the  voucher  documents  for  which  payment  was 
to  be  made  and  return  the  cards  to  the  Data  Processing 
Division. 

12.  The  Data  Processing  Division  would  assign  cheque  numbers  to 
the  cards,  using  a  numbering  deck  and  a  reproducing  punch 
for  the  purpose. 

13.  The  cards  would  then  be  used  to  prepare  a  cheque  register  in 
duplicate.  All  cards  would  be  listed  and  used  immediately  to 
print  and  number  cheques. 

14.  When  the  registers  and  cheques  had  been  proved  to  the  control 
totals,  they  would  be  returned  to  the  Accounts  Branch. 

15.  The  Accounts  Branch  would  retain  one  copy  of  the  cheque 
register  and  forward  the  other  copy  along  with  the  cheques 
and  the  supporting  vouchers  to  the  Treasury  Division. 

16.  After  the  Treasurer  had  signed  and  released  the  cheques,  he 
would  return  the  documents  to  the  Accounts  Branch.  This 
branch,  after  ensuring  that  all  documents  had  been  returned, 
would  forward  the  cancelled  documents  and  the  remaining 
copy  of  the  cheque  register  to  the  Assembly  Unit  of  the  Editing 
Branch  for  final  filing. 
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APPENDIX  VII 

PROCEDURES  OF  THE  PAYROLL  BRANCH  OF  THE 
DISBURSEMENT  SECTION. 

The  procedures  to  be  followed  by  the  Payroll  Branch  would  be  as 
follows : 

1.  All  time  reports  would  be  received  in  the  Control  Unit  and 
would  first  be  checked  against  the  pre-determined  regular  hour 
figures  to  ensure  that  all  reports  were  received  and  that  all 
regular  hours  for  each  reporting  unit  were  accounted  for. 

After  this  preliminary  calculation  had  been  completed,  the 
Control  Unit  would  review  the  time  reports  for  accuracy  and 
completeness,  primarily  to  ensure  that  the  approver 
of  the  applicable  report  had  been  authorized  to  do  so  for  the 
department  involved. 

2.  Time  reports,  or  in  some  cases  groups  of  time  reports,  would 
then  be  transmitted  to  the  Data  Processing  Division.  The  Con¬ 
trol  Unit  would  maintain  totals  in  hours  of  the  reports  trans¬ 
ferred  and  would  provide  notations  of  the  pre-determined  totals 
to  the  Data  Processing  Division. 

3.  In  the  case  of  time  reports  where  multiple  distributions  were 
involved,  i.e.,  reports  of  hourly-paid  personnel  and  foremen,  the 
Data  Processing  Division  would  punch  and  verify  separate 
cards  for  each  account  distribution  for  each  employee. 

With  the  accuracy  of  these  punched  cards  established,  the 
cards  would  be  merged  with  employee  rate  cards  and  the  gross 
earnings  punched  on  each  card  automatically. 

4.  In  the  case  of  regular  salaried  personnel,  where  “exceptions” 
as  previously  described  had  been  reported,  the  Data  Processing 
Division  would  punch  separate  cards  for  each  class  of  exception 
for  each  employee  involved.  Once  again,  before  proceeding, 
the  punched  cards  would  be  verified  to  prove  their  accuracy 
following  which  the  cards  would  be  merged  with  employee  rate 
cards  and  the  gross  value  of  each  card  calculated  automatically. 

5.  The  preparation  of  the  labour  distribution  reports  each  week 
would  involve  the  use  of  two  sorting  techniques  depending  upon 
the  type  of  departmental  time  report  involved; 

(a)  In  the  case  of  multiple  distributions,  where  individual  cards 
were  prepared  for  each  account  for  each  employee,  the 
assembling  of  the  information  for  the  distribution  report 
would  involve  only  the  sorting  by  account  code  of  all  such 
cards  for  the  week. 

(b)  In  the  case  of  regular  salary  distributions  where  “excep¬ 
tion”  cards  were  prepared,  the  assembling  of  the  distribu- 
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tion  report  data  would  involve  sorting  the  exception  cards 
with  the  “normal”  or  master  payroll  cards  by  account  code. 
With  each  set  of  cards  in  the  appropriate  order,  they  would 
then  be  merged  in  account  number  order  and  the  final  labour 
distribution  reports  run. 

6.  The  tabulations  prepared  in  this  manner  would  be  in  duplicate 
and  would  be  returned  to  the  Control  Unit.  The  Control  Unit 
would  reconcile  the  total  hours,  according  to  the  tabulations, 
with  the  pre-determined  totals  previously  established. 

7.  One  copy  of  the  tabulation  would  then  be  forwarded  to  the 
individual  departments  involved  as  a  record  of  the  hours  and 
dollar  value  of  the  wages  and  salaries  charged  to  the  accounts 
in  which  they  were  interested  during  the  previous  week. 

The  other  copy  of  the  tabulation  would  be  forwarded  first 
to  the  Accounts  Branch  of  the  Disbursements  Section  for 
review  and  then  to  the  General  Accounting  Section  as  a  record 
of  the  ledger  transactions  posted  during  the  period. 

8.  The  majority  of  payrolls  in  the  City  are  prepared  by-weekly 
and  hence  there  would  be  two  sets  of  weekly  distribution  cards, 
in  the  case  of  hourly-paid  employees  and  foremen,  prepared 
during  each  payroll  period.  The  distribution  cards  would 
show  gross  earnings  for  each  employee  for  a  number  of  account 
distributions. 

In  the  case  of  regular  salaried  personnel,  on  the  other 
hand,  there  would  be  standing  salary  cards  indicating  gross 
earnings  and  a  limited  number  of  exception  cards,  previously 
referred  to,  which  cards  would  similarly  have  been  valued  to 
show  adjustments  to  gross  earnings. 

9.  The  preparation  of  the  payrolls  and  pay  cheques  would 
commence  with  the  merging  of  employee  master  cards  with 
these  gross  earnings  cards.  The  employee  master  cards  would 
show  in  addition  to  employee  number,  the  employee’s  income 
tax  and  pension  classification.  These  two  sets  of  cards  for 
each  employee  would  subsequently  be  merged  with  other  “tem¬ 
porary”  or  variable”  deduction  cards  covering  such  items  as 
arrears  of  pension  contributions,  union  dues  and  medical  plan 
contributions,  etc. 

10.  With  the  foregoing  cards  merged,  the  entire  deck  would  be 
tabulated  to  produce  a  preliminary  payroll  register  and  at  the 
same  time  a  summary  card  indicating  the  gross  earnings  and 
the  deductions  data  contained  on  the  various  cards  applicable. 

11.  The  tabulation  referred  to  would  show  not  only  employee’s 
name  and  number,  gross  dollar  earnings  and  various  deduc¬ 
tions  in  dollars,  but  also  information  concerning  the  hours 
worked  by  employees  in  each  week  of  the  payroll  period. 
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With  this  tabulation  the  Control  Unit  would  be  able  to 
verify  independently  the  accuracy  of  the  hours  recorded  in  the 
Data  Processing  Division  for  each  employee  by  visually  com¬ 
paring  the  data  listed  with  the  information  contained  in  the 
original  departmental  time  reports. 

12.  With  this  verification  step  complete,  the  summary  cards  would 
then  be  further  processed  in  a  calculator  to  determine  the 
deductions  which  vary  with  gross  earnings,  i.e.,  pension,  income 
tax  and  unemployment  insurance  deductions.  During  this 
operation,  the  net  pay  of  each  employee  would  also  be  calculated 
automatically. 

13.  With  these  cards  now  complete,  they  would  be  merged  once 
again  with  the  employee  master  cards  and  this  time  also  with 
year  to  date  earnings  cards.  Triplicate  tabulations  of  the  final 
payroll  register  would  be  produced  from  these  cards,  together 
with  new  summary  card  of  each  employee’s  year  to  date  earn¬ 
ings. 

14.  The  employee  master  cards,  together  with  the  earnings  cards 
for  the  period,  would  then  be  listed  to  produce  the  pay  cheques 
in  continuous  punched  card  form.  This  method  of  payment 
recommends  itself  since  with  the  final  payroll  cheques  in 
punched  card  form,  the  subsequent  preparation  of  bank  recon¬ 
ciliations,  using  the  net  earnings  cards  previously  developed, 
would  be  simplified  and  could  be  performed  automatically. 

15.  The  signing  of  the  final  cheques  would  be  a  Treasury  Division 
responsibility.  The  Payroll  Branch  would  provide  to  the 
Treasury  Division  a  copy  of  the  final  payroll  register,  together 
with  access  to  the  cheques  as  prepared.  Signing  of  the  cheques 
would  be  performed  automatically  under  the  supervision  of 
Treasury  Division  personnel. 

16.  When  complete,  the  cheques,  sorted  by  departments,  would  be 
returned  to  The  Payroll  Branch  for  distribution  to  responsible 
persons  in  each  department  who  would  in  turn  distribute  the 
cheques  to  employees. 

17.  One  copy  of  the  two  remaining  final  payroll  registers  would  be 
forwarded  to  the  Accounts  Branch  for  review  and  subsequent 
transmittal  to  the  General  Accounting  Section  to  support  the 
applicable  ledger  postings. 

The  other  copy  would  be  retained  by  the  Administrative 
Unit  of  the  Payroll  Branch  and  used  for  reference  purposes 
as  required  in  connection  with  employee  enquiries. 

18.  The  year-to-date  cards  as  referred  to  above  would  be  inter¬ 
preted  and  would  serve  the  following  purposes: 

(a)  They  would  provide  the  information  necessary  to  the 
Administrative  Unit  concerning  employees’  year-to-date 
earnings. 
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(b)  They  would  provide  a  direct  source  of  information  for  the 
annual  T4  reports  to  the  federal  government. 

(c)  Since  these  year-to-date  cards  would  be  positively  con¬ 
trolled  every  pay  period,  they  would  also  represent  accumu¬ 
lated  current  year  pension  deductions  during  the  year. 
Only  from  the  year  end  cards  need  tabulations  of  pension 
contributions  for  the  year  be  prepared  to  support  the 
annual  postings  to  the  pension  records.  Much  of  the  regular 
detail  work  now  carried  out  by  the  central  pension  group 
would  therefore  be  eliminated. 

(d)  The  other  major  use  of  these  year-to-date  earnings  cards 
would  be  in  connection  with  unemployment  insurance  pay¬ 
ments.  We  suggest  that,  with  the  complete  centralization 
of  the  payroll  operation,  the  bulk  payment  method  of  pay¬ 
ing  unemployment  insurance  should  be  adopted.  If  this 
suggestion  is  followed,  the  year-to-date  earnings  cards 
would  provide  the  information  for  the  necessary  quarterly 
reports. 

All  other  reports  in  connection  with  the  City’s  payroll  would 
be  available  from  the  punched  card  records  as  prepared.  The 
earnings  cards  for  each  pay  period  would  be  used  to  produce 
the  various  deduction  registers  necessary,  such  as  for  union 
dues  and  bond  deductions;  while  selected  labour  cards  from  the 
original  file  of  punched  cards  would  produce  directly,  with 
employee  master  cards,  sick  time  reports  such  as  are  presently 
used. 
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APPENDIX  VIII 

PROCEDURE  OF  INTER  DEPARTMENTAL  BILLING  FOR  STORES 
ISSUES  AND  OTHER  CHARGES  BY  THE  EXPENSE  DISTRIBUTION 
BRANCH  OF  THE  GENERAL  ACCOUNTING  DIVISION. 

The  procedures  to  be  followed  by  the  Expense  Distribution  Branch 
of  the  General  Accounting  Section  in  connection  with  the  above  work 
would  be  as  follows: 

1.  The  source  of  information  for  such  charges  would  be  other 
divisions  and  departments  of  the  City. 

In  the  case  of  stores  issue,  the  source  data  would  take  the 
form  of  copies  of  stores  requisitions  which  would  have  been 
valued  and  extended  in  the  Stores  Section  of  the  Supply  Division. 
The  procedure  of  issuing  items  from  stores  and  the  use  of  the 
stores  requisition  form  is  discussed  more  fully  in  the  Supply 
Division  portion  of  this  report. 

In  the  case  of  other  interdepartmental  charges,  such  as  for 
garage  services,  shop  services  and  property  rentals,  the  source 
data  would  take  the  form  of  a  report  of  the  service  performed, 
prepared  in  the  applicable  department  and  forwarded  to  the 
Expense  Distribution  Branch. 

2.  While  there  would  be  some  exceptions,  such  as  for  property 
rentals,  the  majority  of  interdepartmental  charges  should  be 
made  weekly  to  the  operating  departments  so  that  closer  con¬ 
trol  of  operating  costs  would  be  possible. 

3.  Following  receipt  of  the  source  data,  the  Expense  Distribution 
Branch  would  prepare  batch  controls  of  groups  of  requisitions 
or  billing  reports.  Such  controls  would  be  made  on  adding 
machine  tapes  and  would  be  used  to  verify  the  accuracy  of 
the  processing  in  the  Data  Processing  Division. 

4.  The  Data  Processing  Division  would  punch  and  verify  cards 
for  each  requisition  or  report  showing  the  requisition  number 
or  other  suitable  code  identification,  the  account  to  be  charged 
and  the  value  thereof. 

5.  When  the  punching  had  been  completed  and  proven  correct, 
the  punched  cards  would  be  sorted  by  account  number  and 
tabulations  prepared  in  duplicate. 

6.  These  tabulations  would  be  returned  to  the  Expense  Distribu¬ 
tion  Branch,  who  would  reconcile  the  totals  thereof  with  their 
pre-determined  totals.  One  copy  of  the  tabulation  would  then 
be  forwarded  to  the  various  departments  whose  accounts  are 
being  charged  and  the  other  copy  would  be  forwarded  to  the 
General  Ledger  Branch  as  a  record  of  the  items  posted  during 
the  day. 
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APPENDIX  XA 
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APPENDIX  XC 
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Notes  1:  Objecis  of  expenditure  having  no  current  or  year-to-date  activity  would  not  normally  be  shown. 

2:  This  report  on  section  expenditure  can  be  produced  with  four  levels,  that  is,  section,  by  branch,  by  district,  by  object. 


SECTION  2 


AUDIT  DEPARTMENT 


The  Audit  Department,  under  the  direction  of  the  City  Auditor, 
would  continue  to  be  responsible  to  the  Board  of  Control. 

At  present,  there  are  two  basic  activities  conducted  by  the  Audit 
Department.  One  concerns  the  historical  verification  of  accounting 
records  and  financial  statements  and  the  preparation  of  reports  thereon 
to  the  Board  of  Control  and  City  Council.  The  other  concerns  the  re¬ 
view  of  vouchers  and  other  documents  before  disbursements  are  made 
by  the  City.  The  first  of  these  activities  is  normally  considered  a  true 
auditing  function.  The  latter  activity,  referred  to  as  prepayment  audit 
throughout  the  City,  is  not  truly  an  auditing  function  but  rather  a  part 
of  the  disbursement  procedure. 

The  very  nature  of  the  City  Auditor’s  duty  regarding  the  historical 
verification  of  accounting  records  requires  that  he  remain  completely 
independent  of  outside  influence  in  deciding  upon  the  extent  of  the 
work  to  be  performed  by  his  staff  in  the  verification  of  the  City’s 
accounts.  For  this  reason,  we  do  not  feel  that  we  can  make  any 
specific  comment  regarding  changes  to  be  made  in  the  reviews  con¬ 
ducted  by  the  City  Auditor  excepting  regarding  the  prepayment  dis¬ 
bursement  procedure.  There  would  be  certain  revisions  necessary  in 
the  procedures  of  the  Audit  Department  in  view  of  the  changes  pro¬ 
posed  throughout  our  report  and  particularly  as  these  changes  affect 
the  Finance  Department  but  these  changes  would  not  involve  any 
severe  transition  problems  to  the  Audit  Department. 

In  respect  to  the  prepayment  audit  activity,  we  believe  that  many 
of  the  procedures  and  continuing  routines  have  been  developed  as  a 
result  of  legislative  action  rather  than  a  consideration  of  the  basic 
needs  involved.  The  City  of  Toronto  Act  of  1909  outlines  the  respon¬ 
sibilities  of  the  City  Auditor  regarding  the  passing  of  accounts  before 
payment.  The  amendments  to  this  legislation  since  1909  have  been 
limited.  We  believe  that  with  the  revisions  in  the  accounting  pro¬ 
cedures  that  are  proposed  throughout  this  report  the  internal  control 
would  be  so  strengthened  that  the  need  for  prepayment  audit  would 
cease.  There  should  be  adequate  verification  of  the  accounts  in  the 
Disbursement  Section  of  the  Accounting  Division  to  eliminate  the  neces- 
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sity  of  the  Audit  Department  performing  a  portion  of  the  work  of  the 
Disbursement  Section. 

After  the  implementation  of  our  recommendations  as  to  the  control 
over  disbursements,  and  as  soon  as  the  City  Auditor  is  satisfied  with 
this  internal  control  we  recommend  that  aplication  be  made  for  the 
repeal  of  those  sections  of  the  City  of  Toronto  Act  of  1909  requiring  the 
prepayment  audit  of  disbursements. 


SECTION  3 


CITY  CLERK'S  DEPARTMENT 


The  City  Clerk’s  Department  would  operate  as  at  present,  under 
the  direction  of  the  City  Clerk,  who  would  be  responsible  to  Board  of 
Control. 

DEPARTMENTAL  DUTIES. 

We  list  below  the  main  duties  now  performed  by  the  City  Clerk’s 
Department  and  a  number  of  new  duties  which  we  recommend  that  the 
department  assume.  The  adoption  of  the  proposed  new  duties  would 
involve  some  modification  or  extension  of  existing  duties. 

I.  Current  Duties. 

1.  Supply  secretarial  assistance  to  City  Council,  Board  of  Control, 
Committees  of  Council  and  the  Local  Board  of  Health. 

2.  Supply  the  Clerk  of  the  Court  of  Revision  and  a  clerk  at  the 
sittings  of  the  County  Judge  on  assessment  appeals  and  voters’ 
list  appeals. 

3.  Administer  civic  elections  and  compile  the  voters’  lists  from 
the  official  copy  of  the  assessment  roll. 

4.  Arrange  public  receptions,  presentations  and  other  social  func¬ 
tions. 

5.  Assist  elected  officials  when  requested,  in  the  preparation  of 
non-political  public  addresses. 

6.  Place  all  city  advertising. 

7.  Provide  certain  information  to  the  public. 

8.  Receive  complaints  and  petitions  from  the  public. 

9.  Record  births,  marriages  and  deaths  and  issue  marriage  licenses 
on  behalf  of  the  Province  of  Ontario. 

10.  Operate  a  central  mailing  depot  for  all  departments. 

11.  Provide  stenographic  and  clerical  staff  to  the  Controllers. 

II.  Recommended  New  Duties. 

1.  Establish  and  maintain  a  system  of  progress  reports  to  the 
Board  of  Control,  the  Committees  of  Council  and  the  Local 
Board  of  Health.  These  reports  would  be  designed 
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(a)  to  supply  continual  information  as  to  the  progress  and 
status  of  all  work  resulting  from  specific  resolutions  of 
Council  and 

(b)  to  present  information  on  the  progress  of  routine  depart¬ 
mental  activities. 

2.  Administer  a  revised  tender  procedure. 

3.  Provide  secretarial  staff  to  the  Committee  of  Adjustments. 

4.  Co-ordinate  the  preparation  of  all  civic  publications. 

5.  Provide  information  to  the  public,  previously  provided  by  the 

Property  Department. 

6.  Control  all  civic  records. 

7.  Maintain  a  central  library  and  archives. 

8.  Provide  stenographic  and  clerical  staff  to  the  Mayor. 

The  recommended  additional  duties  are  discussed  below. 

1.  Progress  reporting  to  the  Board  of  Control: 

The  Department  already  collects  information  about  the  activity  of 
the  various  other  departments,  but  this  is  done  only  at  the  request  of 
an  interested  member  of  the  Board  of  Control.  Thus  there  are  no 
periodic  and  automatic  reports  either  as  to  routine  departmental  achieve¬ 
ments  or  as  to  progress,  or  lack  of  progress,  in  the  implementation  of 
resolutions  passed  in  Council. 

This  can  only  lead  to  indifferent  control  and  to  sporadic  and  un¬ 
balanced  pressures  according  to  the  memory  and  interests  of  the  res¬ 
pective  officials. 

Consequently  we  propose  the  initiation  of  a  system  of  progress 
reports  designed  to  provide  constant,  up-to-date  and  pertinent  informa¬ 
tion  for  the  elected  representatives.  Such  reports  should  strengthen  sub¬ 
stantially  the  control  over  civic  activities  and  the  effectiveness  of  de¬ 
partments. 

For  each  department,  a  standard  report  would  be  drafted  to  provide 
information  concerning  the  regular  operations  of  that  department. 
The  form  that  each  department’s  report  would  take  would  depend  on 
the  nature  of  the  work  it  performed.  For  example,  the  reports  of 
operating  departments  engaged  on  specific  projects,  would  outline 
work  in  process  and  work  completed  since  the  last  previous  report. 
All  reports  would  include  financial  and  cost  information.  The  reports 
would  be  prepared  on  a  periodic  basis,  probably  monthly,  and  for¬ 
warded  to  the  Secretarial  Division  of  the  Department  for  distribution 
to  all  Council  members,  and  to  the  secretaries  of  the  Board  of  Control 
and  the  interested  Committees  for  inclusion  in  meeting  agenda. 

Where  special  work  is  delegated  to  a  department  outside  of  its 
normal  routine,  the  Department  would  be  required  to  submit  a  special 
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report  on  the  status  of  such  work  at  a  pre-determined  future  date  and 
at  subsequent  regular  dates,  until  the  completion  of  the  work.  These 
reports  would  be  received  by  the  Secretarial  Division  and  distributed 
in  the  same  manner  as  the  regular  reports. 

All  copies  of  a  report  would  be  distributed  simultaneously  to  all 
individual  Council  and  Committee  members  as  soon  as  available, 
rather  than  at  subsequent  meetings,  thus  giving  the  respective  officials 
the  fullest  opportunity  to  study  reports  in  advance  of  discussion. 

The  Secretarial  Division  would  be  charged  with  the  responsibility 
of  ensuring  that  all  reports  are  received  and  that  they  are  received  on 
time.  One  or  more  members  of  this  division  would  scrutinize  all 
Council  minutes  to  ensure  that  reports  would  be  forthcoming  on  all 
matters  requiring  further  action  by  the  departments  until  the  matters 
are  concluded. 

To  ensure  that  all  of  the  required  reports  were  received  on  time 
a  record  would  be  maintained  indicating  all  reports  and  their  due 
dates.  If  a  report  was  not  received  by  the  due  date,  this  fact  would  be 
reported  to  the  department  head  concerned  and  to  City  Council,  Board 
of  Control  and  the  interested  committees. 

2.  Revised  tender  procedure: 

The  main  control  of  the  tender  procedure  would  remain  with  the 
City  Clerk’s  Department.  However  this  centralized  control  would  be 
extended  to  include  the  issuance  of  all  tender  information  and  tender 
packages,  which  activity  is  now  being  done  by  the  individual  department 
involved.  This  centralized  issuance  of  information  would  ensure  that 
outside  bidders  would  be  dealing  with  one  central  point  for  obtaining 
all  standard  tender  information. 

The  City  Clerk’s  Department  would  be  responsible  for  the  follow¬ 
ing  functions: 

(a)  The  receipt  of  tender  packages  and  authorization  forms  from 
the  various  City  departments. 

(b)  The  release  of  advertisements  calling  for  tenders. 

(c)  The  issuance  of  tender  packages  to  bidders  and  a  supply  of 
general  information  with  regard  to  tenders. 

(d)  The  receipt  and  recording  of  tenders. 

(e)  The  work  of  secretary  at  all  tender  opening  meetings  and  the 
supply  of  clerical  services  to  these  meetings. 

Tender  opening  now  takes  place  at  Board  of  Control  meetings  which 
results  in  the  time  of  all  members  of  the  Board  being  absorbed  for  this 
period.  As  the  volume  of  projects  undertaken  by  the  City  increases, 
further  absorbtion  of  the  time  of  senior  elected  officials  will  result. 
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The  main  features  of  the  procedure  which  we  recommend  for 
calling  and  opening  tenders  and  awarding  contracts  are  outlined  below 
and  the  details  are  set  out  in  Appendix  I  to  this  section  of  the  report. 

(a)  Complete  information  regarding  projects  would  be  included  in 
standard  tender  packages  supplied  by  the  appropriate  depart¬ 
ment  to  the  City  Clerk. 

(b)  The  City  Clerk’s  Department  would  be  responsible  for  placing 
the  advertisement  calling  for  tenders,  handing  out  information 
regarding  tenders,  receiving  tenders,  and  acting  as  secretary  of 
the  opening  meeting. 

(c)  Tenders  would  be  opened  in  public  by  a  Tender  Opening  Com¬ 
mittee  composed  of  the  following  officials  or  their  designated 
representatives;  the  Mayor  or  a  member  of  the  Eoard  of  Con¬ 
trol,  the  Comissioner  of  Finance,  the  City  Solicitor,  the  City 
Clerk  acting  as  the  Secretary  of  the  opening  meeting  and 
the  head  of  the  department  or  the  division  responsible  for  the 
contract  being  considered. 

(d)  The  contract  award  would  be  recommended  by  the  Commis¬ 
sioner  of  the  department  responsible  for  the  project  and,  if 
acceptable,  approved  by  council. 

(e)  Conditions  would  be  enforced  strictly  through  all  stages  of  the 
procedure,  and  contractors  would  be  disqualified  at  any  stage 
at  which  they  did  not  comply  with  the  conditions. 

3.  Provision  of  secretarial  staff  to  the  Committee  of  Adjustments: 

The  provision  of  secretarial  assistance  is  one  of  the  main  responsi¬ 
bilities  of  the  City  Clerk’s  Department  and  we  recommend  that  the 
Committee  of  Adjustments’  secretarial  staff  be  assigned  to  this  depart¬ 
ment.  The  secretarial  staff  of  the  Committee  of  Adjustments  is  now 
attached  to  the  Property  Department  and  the  Committee  of  Adjust¬ 
ments  is  concerned  with  zoning  regulations.  None  of  the  duties  of  the 
proposed  Parks  and  Property  Department  relate  either  to  zoning  matters 
or  to  secretarial  activities. 

4.  Preparation  of  civic  publications: 

At  present  many  reports,  brochures,  pamphlets,  etc.,  are  published 
by  the  various  civic  departments.  Chief  among  these  are  the  annual 
reports  prepared  by  most  departments.  Decisions  concerning  what  to 
publish,  when  to  publish  and  how  to  publish  are  made  by  the  individual 
department  heads.  As  a  result,  civic  publications  are  not  consistent  in 
form,  content  or  time  of  release. 

We  recommend  that  the  City  Clerk’s  Department,  in  co-operation 
with  the  personnel  of  other  civic  departments,  collect  and  organize  the 
available  data  and  prepare  it  for  publication.  The  primary  responsibility 
of  the  Department  in  this  regard  would  be  the  preparation  of  an  annual 
report,  or  reports,  on  the  activities  of  all  civic  departments.  Centraliza- 
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tion  of  the  preparation  of  publications  should  achieve  consistency  and 
uniformity,  reduce  costs  and  bring  the  level  of  all  publications  up  to 
that  of  the  best  of  the  present  publications. 

5.  Provision  of  information  to  the  public: 

We  recommend  that  the  City  Clerk’s  Department  be  assigned  the 
full  responsibility  for  providing  general  information  to  the  public.  It 
would  be  responsible  for  assessing  requirements  on  an  overall  basis  and 
for  providing  information  desks,  complaint  counters  and  staff  to  answer 
telephone  and  mail  enquiries  and  complaints.  The  responsibility  for 
providing  general  information  to  the  public  is  divided  at  present.  The 
City  Clerk’s  Department  maintains  a  general  information  counter  in  its 
office,  while  the  Property  Department  maintains  information  desks  in 
the  corridors  of  City  Hall. 

6.  Control  of  civic  records: 

We  recommend  that  the  responsibility  for  managing  all  civic 
records  be  assigned  to  a  specific  group  within  the  City  Clerk’s  Depart¬ 
ment.  Each  department  within  the  city  is  responsible  now  for  managing 
its  own  records.  Because  no  one  group  has  been  assigned  the  responsi¬ 
bility  for  all  civic  records,  few  policies  or  procedures  have  been  estab¬ 
lished  for  their  management.  The  number  and  variety  of  records  main¬ 
tained  by  the  civic  administration  as  a  whole  are  large,  as  also  is  the 
amount  of  valuable  space  they  occupy.  As  a  result  of  the  lack  of  active 
records  management  many  records  that  are  of  no  further  value,  and 
could  be  destroyed,  occupy  storage  space.  Conversely,  valuable  records 
are  scattered  and  are  in  danger  of  deteriorating. 

7.  Library  and  archives: 

In  conjunction  with  the  control  and  management  of  records,  we 
recommend  that  the  City  Clerk’s  Department  operate  a  central  library 
and  archives.  This  unit  would  maintain  a  comprehensive  master  index 
of  all  civic  records,  regardless  of  physical  location.  It  would  operate 
under  the  direction  of  a  professional  librariain. 

The  library  would  include  the  present  Works,  Welfare  and  Legal 
Departments’  libraries.  It  would  be  a  reference  library  and  would 
maintain  copies  of  statutes  and  by-laws,  reference  books,  periodicals, 
newspaper  clippings,  etc.  The  archives  would  maintain  such  of  the  non- 
current  civic  records  as  have  historic  or  other  value.  After  a  certain 
length  of  time  all  civic  records  would  be  transferred  to  the  archives  for 
disposition. 

The  existence  of  a  central  library  and  archives  would  enable  con¬ 
venient  and  quick  reference  to  all  civic  documents,  co-ordinate  records 
that  are  kept  in  more  than  one  department  pertaining  to  the  same  sub¬ 
ject  and  help  to  eliminate  duplications. 
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8.  Provision  of  stenographic  and  clerical  staff  to  the  Mayor: 

Several  of  the  duties  outlined  above  as  current  duties  of  the  City 
Clerk’s  Department  are  also  being  discharged  in  varying  degress  by  the 
group  known  as  the  Mayor’s  Office.  For  example,  information  is  pro¬ 
vided  and  complaints  received  on  behalf  of  the  Mayor  by  the  personnel 
of  the  Mayor’s  Office,  while  these  same  duties  are  performed  on  behalf 
of  the  elected  representatives  as  a  whole  by  the  City  Clerk’s  Depart¬ 
ment.  Because  the  Mayor’s  Office  was  established  to  provide  direct 
personal  assistance  to  the  Mayor,  the  extent  of  its  activities  depends 
upon  his  wishes  and  needs.  As  a  consequence,  the  duties  of  the  Mayor’s 
Office  may  vary  widely  from  one  administration  to  another.  A  perma¬ 
nent,  formalized  organization  is  not  feasible  therefore,  since  it  would 
result  in  a  shortage  of  staff  under  one  administration  and  in  excess 
staff  under  another.  To  meet  this  problem,  a  high  degree  of  flexibility 
is  required.  In  order  to  obtain  the  flexibility  to  adjust  staff  to  the  re¬ 
quirements  of  different  mayors,  to  prevent  duplication  of  effort  and  to 
avoid  confusion  in  lines  of  authority,  we  recommend  that  the  Mayor’s 
Office  come  directly  under  the  control  of  the  City  Clerk.  This  transfer 
should  not  apply  to  the  office  of  Executive  Assistant  to  the  Mayor.  The 
holder  of  this  position  would  continue  as  personal  assistant  to,  and  be 
solely  responsible  to  the  Mayor.  He  would  arrange  with  the  City  Clerk 
for  such  clerical  assistance  as  would  be  needed  to  meet  the  Mayor’s 
requirements. 

The  activities  now  being  performed  by  the  Mayor’s  Office  include 
the  issue  of  permits  for  children  to  appear  in  theatricals,  and  the  issue 
of  raffle  and  draw  permits.  We  recommend  that  such  permits  be  issued 
in  the  name  of  the  Mayor  by  the  Sundry  Revenue  Branch  of  the  Finance 
Department  along  with  other  licences  and  permits. 

The  present  docket  system  now  operated  in  the  Mayor’s  Office 
would  be  unnecessary  if  our  recommendation  for  a  progress  reporting 
system  were  adopted. 


ORGANIZATION. 

The  organization  which  we  recommend  for  the  City  Clerk’s  Depart¬ 
ment  is  set  out  in  chart  form  on  the  opposite  page. 

In  the  existing  organization,  many  of  the  staff  are  supervised  in¬ 
dividually  by  the  City  Clerk.  We  propose  that  the  department  be 
divided  into  four  divisions  and  a  clerical  section.  The  latter,  while  per¬ 
forming  some  functions  itself  would  also  provide  certain  clerical  ser¬ 
vices  for  the  four  divisions. 

Each  division  would  be  in  charge  of  a  Director  appointed  by  the  City 
Clerk.  The  clerical  section  would  be  in  charge  of  a  Chief  Clerk,  who 
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along  with  the  four  Directors  would  be  directly  responsible  to  the  City 
Clerk. 

This  delegation  of  supervisory  responsibility  would  allow  the  City 
Clerk  more  time  for  the  general  management  of  the  department. 

Under  the  existing  organization  of  the  City  Clerk’s  Department,  the 
Deputy  City  Clerk  is  assigned  the  general  responsibility  of  assisting  the 
City  Clerk,  but  is  not  specifically  responsible  for  the  supervision  of  any 
one  group  within  the  department.  In  order  to  clarify  lines  of  authority 
and  responsibility,  and  to  establish  a  more  definite  role  for  the  Deputy 
City  Clerk  in  the  operation  of  the  department,  we  recommend  that  he 
be  assigned  the  specific  responsibility  of  supervising  the  Secretarial 
Division. 

The  more  important  duties  under  the  proposed  organization  would 
be  as  follows: 

City  Clerk, 

1.  Exercise  general  supervision  over  the  department  through  the 
divisional  directors. 

2.  Act  as  Secretary  to  City  Council. 

Deputy  City  Clerk. 

1.  Supervise  the  personnel  of  the  Secretarial  Division. 

2.  Act  as  Assistant  Secretary  to  City  Council. 

3.  Supply  secretarial  staff  to  the  Board  of  Control,  Committees  of 
Council,  Local  Board  of  Health,  the  Committee  of  Adjustments 
and  the  Tender  Opening  Committee. 

4.  Ensure  that  the  elected  representatives  received  progress  reports 
from  all  departments  on  all  activities. 

5.  Act  in  the  absence  of  the  City  Clerk. 

A  permanent  subject  index  would  be  maintained  for  the  minutes 
of  City  Council,  Boards  and  Committees  in  which  every  year’s  minutes 
would  be  noted.  At  present,  a  separate  subject  index  is  created  for  each 
year’s  minutes,  so  that  it  is  difficult  to  locate  all  of  the  pertinent  data 
concerning  a  subject,  unless  the  year  in  which  it  was  considered  is 
known. 

Director — Elections  Division. 

1.  Supervise  the  personnel  of  the  Elections  Division. 

2.  Maintain  the  official  copy  of  the  assessment  roll  and  give  effect 
to  the  decisions  of  the  Courts  of  Revision  therein. 

3.  Supply  clerks  to  the  Court  of  Revision  and  to  the  sittings  of  the 
County  Judge  on  assessment  appeals  and  voters’  list  appeals. 
Prepare  official  lists  from  the  assessment  roll. 
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5.  Administer  civic  elections,  including  establishing  polling  sub¬ 
divisions,  arranging  for  polling  places,  obtaining  ballots  and 
other  forms  and  hiring  deputy  returning  officers  and  poll  clerks. 

In  our  report  on  the  Finance  Department,  we  recommend  that 
punched  cards  be  used  for  the  preparation  of  tax  and  water  billings. 
These  cards  could  be  adapted  for  the  preparation  of  the  voters’  lists 
and  election  post  cards  as  well.  We  estimate  that  more  than  $15,000.00 
could  be  saved  each  time  a  voters’  list  and  election  post  cards  are 
prepared  if  punched  cards  and  multilith  machines  are  used.  The  post 
cards  would  be  addressed  and  the  original  voters’  list  printed  from  the 
punched  cards.  The  voters’  lists  then  would  be  reproduced  by  means  of 
Xerox  and  Multilith  processes. 

Director — Public  Information  Division. 

1.  Supervise  the  personnel  of  the  Public  Information  Division. 

2.  Arrange  public  receptions,  presentations  and  other  social  func¬ 
tions. 

3.  Assist  elected  officials  in  the  preparation  of  non-political  public 
addresses  when  requested. 

4.  Co-ordinate  the  preparation  of  all  civic  publications. 

5.  Place  all  city  advertising. 

6.  Provide  general  information  to  and  receive  complaints  and 
petitions  from  the  public. 

7.  Maintain  information  desks  in  the  corridors  of  City  Hall. 

All  letters  of  enquiry  or  complaint  received  by  the  Public  Informa¬ 
tion  Division  would  continue  to  be  acknowledged  by  mail.  If  it  is  pos¬ 
sible  for  this  division  to  answer  a  letter  directly,  it  would  do  so.  If  not, 
it  would  refer  the  letter  to  the  appropriate  department  for  answer  and 
acknowledge  it  by  a  form  letter  indicating  the  group  to  which  it  had 
been  referred.  In  such  cases,  a  copy  of  the  answering  letter  would  be 
forwarded  to  the  Public  Information  Division,  which  would  be  res¬ 
ponsible  for  ensuring  that  letters  referred  to  other  departments  are 
answered  promptly  and  adequately. 

Director — Records  Division. 

1.  Supervise  the  personnel  of  the  Records  Division. 

2.  Establish  and  maintain  records  retention  and  destruction 
policies  and  procedures,  i.e.  for  all  records  (by-laws,  minutes, 
contracts,  rolls,  blueprints,  correspondence,  forms,  etc.)  created 
or  maintained  by  civic  departments,  determine: 

(a)  where  they  will  be  kept. 

(b)  how  they  will  be  kept. 

(c)  if  they  can  be  destroyed. 

(d)  when  they  can  be  destroyed. 
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(e)  how  they  will  be  destroyed. 

(f)  who  may  refer  to  them. 

(g)  what  procedures  will  be  followed  in  issuing  them  from, 
and  ensuring  their  return  to,  their  repositories. 

3.  Maintain  a  complete,  cross-referenced  index  of  all  records 
maintained  by  the  city  indicating  their  physical  location. 

4.  Maintain  a  central  library  and  archives  in  which  will  be  kept: 

(a)  all  non-current  records  not  required  in  the  operation  of  the 
departments  until  such  time  as  they  are  destroyed  or  per¬ 
manently  stored. 

(b)  reference  books. 

(c)  copies  of  statutes  and  by-laws. 

(d)  newspaper  clippings. 

(e)  records  of  historical  value. 

(f)  other  records  pertaining  to  civic  operations. 

5.  Prepare  and  maintain  a  manual  of  policies,  procedures  and 
methods  of  records  management  for  distribution  to  all  de¬ 
partments. 

6.  Approve  all  requests  for  filing  equipment  before  purchase.  This 
duty  is  necessary  in  order  that  the  director  can  exercise  control 
over  the  records  maintained  in  other  departments. 

Chief  Clerk — Clerical  Section. 

1.  Supervise  the  personnel  of  the  Clerical  Section. 

2.  Record  births,  marriages  and  deaths. 

3.  Issue  marriage  licences. 

4.  Operate  a  central  mailing  depot  for  the  benefit  of  all  depart¬ 
ments. 

5.  Provide  stenographic  and  clerical  staff  as  required,  to  the 
mayor,  the  controllers  and  the  other  divisions  of  the  department. 

6.  Provide  quick  printing  and  reproduction  service  to  the  other 
divisions  of  the  department  by  means  of  the  Multilith  and  Xero¬ 
graphy  processes  operated  by  the  department. 

A  particularly  heavy  volume  of  incoming  mail  occasionally  delays 
delivery  to  departments  for  as  much  as  one  hour  and  a  half  in  the 
morning.  We  recommend  that  whenever  there  is  a  heavy  volume  of 
incoming  mail,  sufficient  additional  clerical  staff  be  assigned  to  sorting  it 
so  that  it  can  be  ready  for  pick-up  by  the  personnel  for  their  depart¬ 
ments  by  the  usual  time  of  8:45  a.m. 

Many  municipalities  and  public  utilities  find  that  when  bills  or 
notices  must  be  delivered  to  a  large  proportion  of  the  residents  of  an 
area,  it  is  cheaper  to  deliver  them  by  hand  than  by  mail.  Most  find  too, 
that  envelopes  are  not  needed  when  delivery  is  by  hand.  We  recommend 
a  study  of  the  cost  of  delivery  of  tax  bills  and  election  post  cards  by 
hand  as  compared  with  the  present  mail  delivery. 
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APPENDIX  I 

PROPOSED  PROCEDURE  FOR  CALLING  TENDERS  AND  AWARDING 

CONTRACTS. 

The  procedure  set  out  below  is  recommended  for  the  use  of  the 
city  organization  for  calling  tenders  and  awarding  contracts. 

Calling  Tenders. 

1.  The  date  on  which  tenders  are  to  be  called  for  a  contract 
would  be  established  in  the  schedule  which  is  prepared  after 
a  project  is  approved  by  Council. 

2.  The  department  concerned  would  be  responsible  for  preparing 
detailed  instructions  and  information  required  by  the  City  Clerk 
in  advertising  for  tenders.  This  would  include: 

(a)  The  project  number. 

(b)  The  date  on  which  the  advertisement  will  be  released  to  the 
press. 

(c)  The  closing  date  for  receiving  tenders  from  contractors. 

(d)  The  types  of  work  to  be  called. 

(e)  The  locations. 

(f)  Any  additional  information  that  should  be  included  in  the 
advertisement,  e.g.  mileage,  tonnage,  availability  of  plans, 
etc. 

This  information  would  be  prepared  on  a  form  “Authorization 
to  Call  for  Tenders  on  Capital  (Construction)  Projects”  and, 
when  completed,  would  be  signed  by  the  officials  responsible 
for  the  various  aspects  of  the  authorization. 

3.  The  department  involved  would  prepare  the  tender  package 
according  to  a  preprinted  check  list  (Exhibit  II)  adding  any 
special  itms  for  the  specific  contract  being  called.  A  copy  of 
this  list  would  be  included  in  the  tender  package.  A  sample  of 
an  itemized  bid  sheet  is  shown  as  Exhibit  III. 

4.  The  department  would  see  that  the  City  Clerk  receives  a 
sufficient  number  of  tender  packages  to  meet  the  anticipated 
number  of  requests  from  contractors  and  that  each  tender 
package  is  complete  in  all  respects.  It  would  retain  four  com¬ 
plete  tender  packages  for  use  in  preparing  the  contract  at  a 
later  date. 

5.  The  City  Clerk  would  record  the  name  of  each  contractor  re¬ 
receiving  a  tender  package  on  a  form:  “Record  of  Tender 
Packages  Issued  and  Bids  Deposited”  (Exhibit  IV). 
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Receiving  Tenders. 

Tenders  would  be  delivered  by  hand  and  would  be  received  by  the 
City  Clerk  up  to  12  o’clock  noon  E.S.T.  on  the  day  of  opening.  Tenders 
would  be  time-stamped  and  recorded  on  “Record  of  Tender  Packages 
Issued  and  Bids  Deposited”  (Exhibit  IV),  and  placed  in  a  locked  box. 
Tenders  arriving  after  the  time  of  closing  would  be  refused.  The 
procedure  for  refusal  would  be  to  stamp  the  envelope  with  a  date  and 
time  stamp  and  return  it  unopened  to  the  contractor  with  a  form  letter 
(Exhibit  V). 


Opening  Tenders. 

1.  The  Mayor  or  a  member  of  the  Board  of  Control  designated 
by  him  would  be  present  at  the  opening  of  tenders  and  would 
act  as  Chairman  of  the  meeting. 

2.  In  addition,  the  following  or  their  delegated  representatives 
as  listed  with  the  Citj/  Clerk,  would  be  present  at  the  opening 
of  tenders. 

(a)  Commissioner  of  Finance. 

(b)  City  Solicitor. 

(c)  City  Clerk. 

(d)  The  Head  of  the  Department  or  Division  involved. 

The  meeting  would  be  open  to  the  public. 

3.  The  City  Clerk  or  his  delegate  would  act  as  Secretary. 

4.  Tenders  would  be  opened  at  a  time  and  a  place  specified  by  the 
Chairman  of  the  meeting,  but  within  three  hours  of  the  closing 
time  specified  on  the  tender  documents,  and  in  the  week  prior 
to  a  Board  of  Control  meeting. 

5.  The  tenders  would  be  opened  by  a  representative  of  the  City 
Clerk,  and  handed  to  the  Chairman  who  would  read  out  the 
name  of  the  bidder,  the  amount  of  the  tender,  and  the  amount 
of  the  tender  cheque.  These  data  would  be  recorded  by  the 
City  Clerk  on  a  form  (Exhibit  VI)  provided  for  this  purpose. 

6.  The  tender  and  cheque  would  be  handed  to  the  City  Solicitor 
who  would  ensure  that  each  tender  is  complete,  and  advise  the 
City  Clerk  of  any  omissions  or  errors  not  initialled. 

7.  The  City  Clerk  would  draw  to  the  Chairman’s  attention  any 
circumstances  or  conditions  in  connection  with  the  tender  re¬ 
quiring  immediate  rejection.  A  tender  would  be  rejected  at  this 
stage  for  any  of  the  following  reasons: 

(a)  Tender  not  complete. 

(b)  Tender  cheque  inadequate. 

(c)  Tender  cheque  not  certified. 
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(d)  Tender  qualified  by  clause  or  letter. 

(e)  Erasures  or  changes  not  initialled. 

(f)  Other  reasons  acceptable  to  the  Chairman  as  justification 
for  rejection. 

If  the  tender  is  rejected  immediately  for  any  of  the  above 
reasons,  the  City  Clerk  would  enter  the  reason  under  the 
“Remarks”  column  of  the  form  (Exhibit  VI)  and  would  at 
once  request  that  the  Chairman  initial  the  reason.  The  rejected 
tender,  with  the  cheque  attached,  would  be  kept  separately  by 
the  City  Clerk. 

Immediately  following  the  meeting,  the  City  Clerk  would 
return  each  rejected  tender,  with  cheque  attached,  to  the 
bidder  by  registered  mail  with  a  covering  form  letter  (Exhibit 
VII),  indicating  the  reasons  for  rejection. 

8.  The  cheques  of  tenders  not  rejected  would  be  handed  to  the 
Commissioner  of  Finance. 

9.  The  tenders  not  rejected  would  be  handed  to  the  Head  of  the 
Department  or  Division  involved  for  his  information  and 
inspection,  after  which  they  would  be  returned  to  the  tender 
box.  This  would  complete  the  formal  opening  procedure. 

Awarding  Contracts. 

1.  Checking  of  the  non-rejected  bids  would  commence  immediately. 
The  checking  staff  would  be  provided  by  the  Commissioner  of 
Finance  and  the  Department  involved.  They  would  make  a 
detailed  check  to  ensure  that: 

(a)  All  items  have  been  included  in  the  bid. 

(b)  There  are  no  restrictive  clauses  written  on  the  tender. 

(c)  There  are  no  restrictive  clauses  written  on  any  attached 
documents. 

(d)  The  tender  cheque  is  in  order  and  for  the  correct  amount. 

(e)  The  tender  was  received  on  time. 

(f)  Extensions  and  additions  are  correct. 

A  check  sheet  would  be  kept  (Exhibit  VIII)  and  as  the  checking 
of  each  tender  is  completed,  the  check  sheet  would  be  initialled 
in  the  proper  column  by  the  checker. 

2.  Errors,  omissions  or  any  other  conditions  found  in  this  ex¬ 
amination,  which  would  result  in  the  rejection  of  the  tender, 
would  be  referred  by  the  City  Clerk  to  the  Chairman  of  the 
meeting  for  his  instructions.  The  Chairman  of  the  meeting, 
upon  verification  of  the  reason  for  rejection,  would  initial  the 
reason  and  instruct  the  City  Clerk  to  carry  out  the  rejection 
procedure. 
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3.  Upon  completion  of  the  detailed  check  the  City  Clerk  would 
list  the  individual  tenders  from  low  to  high  on  a  “Recom¬ 
mendations  for  Award  of  Contract”  form  in  three  copies 
(Exhibit  IX)  and  sign  to  indicate  that  tenders  have  been 
properly  checked  and  listed.  The  City  Clerk  would  present 
this  list  together  with  unrejected,  opened  tenders  to  the  Head 
of  the  Department  or  Division  involved,  for  his  recommenda¬ 
tion. 

4.  After  such  analysis  as  is  considered  necessary,  the  Head  of 
the  Department  or  Division  involved  would  make  his  recom¬ 
mendation  and  sign  the  form  “Recommendation  for  Award  of 
Contract”.  The  form  would  be  returned  to  the  City  Clerk 
by  noon  on  the  Friday  preceding  the  Board  of  Control 
Committee  meeting.  The  City  Clerk  would  place  the  recom¬ 
mendation  on  the  agenda  of  the  Board  of  Control  for  con¬ 
sideration  and  approval. 

5.  At  the  close  of  the  tender  opening  meeting,  the  City  Clerk 
would  advise  the  Fair  Wage  Officer  of  the  names  of  the  lowest 
and  the  next  lowest  bidders. 

Before  the  meeting  of  the  Board  of  Control  the  City  Clerk 
would  receive  from  the  Fair  Wage  Officer  a  written  certification 
as  to  the  acceptability  of  the  lowest  and  the  next  lowest 
bidders. 

The  City  Clerk  would  attach  these  certificates  to  the  “Recom¬ 
mendation  for  Award  of  Contract”  prior  to  the  meeting  of 
the  Board  of  Control. 

Executing  Contracts. 

1.  When  the  Head  of  the  Department  involved  has  signed  the 
“Recommendation  for  Award  of  Contract”,  one  copy  of  this 
form,  together  with  four  tender  packages,  would  be  forwarded 
to  the  Legal  Department  for  use  in  preparing  the  contract 
documents. 

2.  During  the  time  the  “Recommendations  for  Award  of  Contract” 
is  being  approved  by  the  Board  of  Control  and  Council,  the 
Legal  Department  would  prepare  the  contract  documents  in  the 
name  of  the  recommended  bidder.  In  cases  where  the  recom¬ 
mended  bidder  does  not  become  the  successful  bidder,  the  pre¬ 
pared  documents  would  be  destroyed  and  this  clerical  work 
would  be  repeated  for  the  successful  bidder. 

3.  When  the  “Recommendation  for  Award  of  Contract”  is  approved 
by  Council  the  City  Clerk  would  inform  the  Legal  Department. 
Contract  folders  would  be  made  up  in  the  Legal  Department  in 
the  required  number  of  copies  and  according  to  a  preprinted 
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list  of  documents.  Any  special  documents  would  be  added  to 
the  list,  and  a  copy  of  the  list  included  with  the  contract 
documents.  This  work  should  be  completed  within  one  day  of 
the  “Recommendation  for  Award  of  Contract”  being  authorized 
by  Council. 

4.  The  City  Clerk  would  forward  one  copy  of  the  approved 
“Recommendation  for  Award  of  Contract”  to  the  Commissioner 
of  Finance.  On  receipt  of  this  copy  the  Commissioner  of 
Finance  would  return  the  tender  cheques  to  all  except  the 
successful  and  second  lowest  bidder.  He  would  notify  the 
second  lowest  bidder  by  form  letter  (Exhibit  X)  that  the 
cheque  is  being  retained  until  the  contract  has  been  executed 
by  the  lowest  bidder,  and  that  the  cheque  would  be  returned 
within  ten  days  unless  the  contract  is  re-awarded  due  to  the 
default  of  the  lowest  bidder. 

5.  The  Legal  Department  would  advise  the  successful  bidder  by 
registered  mail  or  by  hand,  that  the  City  of  Toronto  has 
accepted  his  tender  and  that  he  will  be  awarded  the  contract, 
subject  to  meeting  the  approved  contract  and  bonding  arrange¬ 
ments  specified  by  the  Department. 

A  standard  form  letter  would  be  used  for  this  purpose  (see 
Exhibit  XI).  Three  copies  of  the  contract  as  well  as  a  notice 
regarding  the  execution  of  the  contract  would  be  attached  to 
the  form  letter.  The  date  on  which  the  executed  contract  must 
be  returned  would  be  set  out  in  this  letter,  and  would  be  a 
condition  of  disqualification  unless  the  executed  contract  is 
returned  within  the  time  specified. 

6.  When  the  three  copies  of  the  executed  contract  and  a  contract 
bond  have  been  received  by  the  Legal  Department  within  the 
authorized  time,  the  following  procedure  would  be  carried  out: 

(a)  The  three  copies  of  the  contract  would  be  checked  to 
ensure  that  the  agreements  and  all  specifications  and 
drawings  are  individually  signed  and  witnessed  or  sealed. 

(b)  The  Contract  Bond  would  be  checked  to  ensure  that  the 
bond  is  made  out  for  the  same  amount  as  the  tender,  and 
is  properly  signed  and  sealed. 

(c)  When  all  documents  are  found  to  be  in  good  order  the 
Legal  Department  would  forward  both  copies  of  the  con¬ 
tract  to  the  Mayor  and  City  Clerk  for  signature.  A  copy 
of  the  “Recommendation  for  Award  of  Contract”  would  be 
attached  to  the  documents  for  the  use  of  the  Mayor  in 
reviewing  the  contract. 

(d)  After  the  Mayor  and  City  Clerk  have  signed  the  contract, 
the  Legal  Department  would  forward  to  the  contractor  a 
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“Notification  of  Acceptance  of  Contract”  (Exhibit  XII) 
stating  that  the  contract  documents  were  in  order,  and 
enclosing  a  copy  of  the  executed  contract.  This  letter 
would  state  that  no  work  is  to  proceed  until  notification 
is  received  from  the  Department  involved. 

(e)  The  Legal  Department  would  notify  the  Commissioner  of 
Finance  by  form  letter,  (see  Exhibit  XIII)  that  the  contract 
had  been  executed  and  recommend  that  the  tender  cheques 
of  the  contractor  and  second  lowest  bidder  be  released. 
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Exhibit  I 


CITY  OF  TORONTO 

AUTHORIZATION  TO  CALL  FOR  TENDERS  ON 
CAPITAL  (CONSTRUCTION)  PROJECTS 

Your  approval  to  call  for  tenders  for  the  following  project  is 
requested. 

Project  Number 
Project  Title 
Estimated  Cost 

I  recommend  that  the  advertisement  should  be  placed  in  the 
following  publications: 

Inclusive  Dates  Name  of  Publications 


Date  on  which  the  advertisement  will  be  released  to  the  press. 

Closing  date  and  hour  for  receiving  tenders  from  contractors. 

Special  information  relating  to  this  project. 

Signed:  Estimating  is  prepared 
for  this  letting. 


(Signature  of  Responsible  Official) 


Authorized  funds  are  available 
for  this  project. 

(Signature  of  Responsible  Official) 

To  the  City  Clerk:  Project  is  approved  as 

part  of  Department 
Budget,  and  you  are 
authorized  to  proceed 
to  call  tenders  on  it. 


Commissioner  of 
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Exhibit  II 


CITY  OF  TORONTO 


Tender  Package  Contents 

The  following  items  usually  comprise  a  Tender  Package.  One 
package  should  be  prepared  for  each  expected  bidder  plus  4  extras. 


1  Containing  Envelope 

1  Returning  Envelope 

1  Copy  of  General  Conditions 

1  “  “  Special  Conditions 

1  “  “  General  Specifications 

1  “  “  Special  Specifications 

1  “  “  each  standard  design  which  is  applicable 

1  “  “  design  drawing  for  project 

1  “  “a  list  of  contract  documents  (for  signature) 

1  “  “  tender  form  with  spaces  for  unit  and/or  lump  sum  prices, 

which  apply 

1  “  “  Instructions  to  bidders 

Note:  Any  additional  items  will  be  entered  on  this  sheet  and  included 
with  the  tender  documents. 
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Exhibit  III 
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Exhibit  V 


CITY  OF  TORONTO 


Space  for  Name  and 
Address  of  Contractor 


Dear  Sir: 

Re:  Contract  No. _ 

We  regret  to  inform  you  that  your  tender  for  Contract  No . 

arrived  at  our  office  at  .  P.M.  on  .  19 

As  this  was  after  the  official  closing  time  of  12:00  noon  E.S.T.  as 

advertised  in  our  Notice  to  Contractors  dated  . 19  ,  your 

tender  could  not  be  considered  and  so  we  are  returning  it  to  you 
unopened. 

You  will  note  that  the  envelope  has  been  stamped  with  the  date  and 
hour  we  received  it. 


Yours  very  truly, 


City  Clerk. 


168 


SURVEY  OF  CIVIC  ADMINISTRATION 


o 

H 

£ 

O 

O 

H 

& 

O 

>- 

H 

»— i 

U 


Exhibit  VI 


Q 

Z 

w 

& 

o 

c n 

w 

Q 

Z 

w 

H 

DP 

o 

H 

C/2 

M 

iJ 


City  Clerk  to  sign  on  line  following  last  tender  opened. 


CITY  CLERK’S  DEPARTMENT 


169 


Exhibit  VII 


CITY  OF  TORONTO 

Space  to  type  Contractor’s 
Name  and  Address 

Dear  Sir: 

The  Tender  Opening  Committee  direct  me  to  inform  you  that  your 

Tender  on  Contract  No.  .  called  for  .  19  and 

A.M. 

opened  .  19 . at .  P.M.  was  disqualified  for  the 

reasons  checked  below: 

□  Tender  not  complete 

□  Tender  cheque  inadequate 

□  Tender  cheque  not  certified 

□  Tender  qualified  by  clause  or  letter 

□  Not  written  in  ink  or  typewritten 

□  Illegibly  written  unit  prices 

□  Erasures  or  changes  not  initialled 

□  Other  reasons  as  follows: 

Your  tender  and  deposit  cheque  in  the  amount  of  $ 
are  returned  herewith. 


Yours  very  truly, 


City  Clerk. 
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Exhibit  VIII 
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Exhibit  IX 


CITY  OF  TORONTO 

RECOMMENDATION  FOR  AWARD  OF  CONTRACT 

Contract  No.  Date  of  Recommendation 

Project  Name  Tender  Closing  Date 

List  of  Bids  Received  in  Order  of  Amount  (lowest  first) 

Name  of  Contractor  Amount  Bid  Department  Estimate 

1 

2 

3 

4 

5 

6 

7 

8 
9 

10 

Certified  Checked  and  Properly  Listed . 

City  Clerk 

Recommended  for  award  to . for  the  sum  of  $ 

Bidder 

Commissioner  of  . 

Signature 
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Exhibit  X 


CITY  OF  TORONTO 

NOTIFICATION  TO  SECOND  LOWEST  BIDDER 


Space  for  Name  and 
Address  of  Contractor 


Dear  Sir: 


Re:  Contract  No. 

We  are  advised  by  the  City  Clerk  that  you  are  the  second  lowest 
bidder  on  the  above  contract.  It  is  the  City’s  policy  to  hold  your  cheque 
until  the  lowest  bidder  has  signed  the  contract.  Unless  you  are  awarded 
the  contract  through  default  of  the  lower  bidder,  your  cheque  will  be 
forwarded  to  you  within  the  next  ten  days. 


Yours  very  truly, 


Commissioner  of  Finance. 


CITY  CLERK’S  DEPARTMENT 
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Exhibit  XI 


CITY  OF  TORONTO 


NOTIFICATION  OF  ACCEPTANCE  OF  TENDERS 


Space  for  Name  and 
Address  of  Contractor 


Dear  Sir: 


Re:  Contract  No. 

The  City  Council  has  accepted  your  tender  of  $ . for  Contract 

No . 


Please  complete  and  execute  the  attached  three  copies  of  the 
contract,  and  forward  them  with  the  Contract  Performance  Bond 
specified  in  the  tender  document  to  me  by  19 

Your  attention  is  drawn  to  the  terms  of  tender  stating  that  your 
deposit  cheque  is  liable  to  forfeiture  if  these  documents  are  not  filed 
with  the  Legal  Department  by  the  date  specified  above. 

Detailed  instructions  for  execution  of  the  contract  are  enclosed  with 
each  copy  of  the  contract. 

When  the  executed  copies  of  the  contract  and  the  contract  bond 
are  filed  with  this  Department,  and  they  are  found  to  be  in  order,  you 
will  receive  further  instructions  authorizing  you  to  start  work  on  this 
contract.  No  work  is  to  be  started  until  you  receive  instructions  to 
do  so  from  the  Department  responsible  for  this  contract. 


Yours  very  truly, 


City  Solicitor. 
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Exhibit  XII 


CITY  OF  TORONTO 


Space  for  Name  and 
Address  of  Contractor 


Dear  Sir: 


Re:  Contract  No. 

We  are  in  receipt  of  three  copies  of  the  executed  contract  and  a 
contract  performance  bond  in  connection  with  the  above  contract. 

These  documents  have  been  examined  by  our  staff  and  have  been 
found  to  meet  with  the  requirements  of  the  City.  One  copy  of  the 
contract  is  attached  for  your  files. 

A  separate  authorization  to  proceed  with  this  work  in  accordance 
with  the  terms,  drawings  and  specifications  set  out  in  the  contract 
will  be  forwarded  to  you  from  the  department  responsible  for  this 
contract. 


Yours  very  truly, 


City  Solicitor. 


CITY  CLERK’S  DEPARTMENT 
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Exhibit  XIII 


CITY  OF  TORONTO 

TENDER  CHEQUE  RELEASE 


Commissioner  of  Finance, 

Re:  Contract  No. 


Dear  Sir: 

Attached  is  one  copy  of  the  above  contract  which  has  been  properly 
executed  by  the  contractor  and  the  City. 

Also  attached  is  a  Performance  of  Contract  Bond.  This  Bond 
appears  to  be  satisfactory,  therefore  we  recommend  that  the  tender 
cheques  submitted  by  the  successful  and  the  next  lowest  bidder  on  this 
contract  be  returned  to  them. 


Yours  very  truly, 


City  Solicitor. 


SECTION  4 


LEGAL  DEPARTMENT 


The  Legal  Department  would  operate  under  the  direction  of  the 
City  Solicitor  who  would  be  responsible  to  the  Board  of  Control. 

DEPARTMENTAL  DUTIES. 

The  Legal  Department  would  continue  to  perform  the  legal  work 
of  the  City  which  includes: 

1.  Court  actions 

(a)  All  court  claims  against  the  City  and  by  the  City  against 
other  parties. 

(b)  prosecution  of  by-law  infractions  at  the  request  of  other 
departments. 

(c)  all  appeals  against  court  decisions  involving  the  City. 

2.  Adjustment  of  claims  against  the  City  and  by  the  City  against 
other  parties  outside  of  court. 

3.  Submissions  to  regulatory  boards  and  commissions  such  as  the 
Ontario  Municipal  Board  and  the  Board  of  Transport  Commis¬ 
sioners. 

4.  Provision  of  legal  advice  for  union  negotiations  and  agreements. 

5.  Provision  of  legal  advice  to  City  Council,  Board  of  Control, 
Local  Board  of  Health,  Committees  of  Council  and  other  depart¬ 
ments. 

6.  Drafting  legislation  for  submission  to  legislatures. 

7.  Drafting  by-laws  for  submission  to  City  Council. 

8.  Conveyancing  real  estate  purchases  and  sales. 

9.  Drafting  contracts,  agreements  and  leases. 

10.  Ensuring  that  suppliers  and  contractors  comply  with  City  fair 
wage  regulations  before  purchase  orders  or  contracts  are 
awarded. 

In  addition  the  department  would  continue  to  provide  legal  assist¬ 
ance  to  outside  bodies  such  as  the  Canadian  National  Exhibition  and 
the  Toronto  Hydro-Electric  System. 
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In  this  section  of  our  report  covering  the  Personnel  Department  we 
recommend  that  a  Director  of  Labour  Relations  be  assigned  responsi¬ 
bility  for  union  negotiations  and  agreements.  In  accordance  with  that 
recommendation,  the  extent  of  the  Legal  Department’s  responsibility 
with  respect  to  labour  relations  would  be  to  provide  legal  advice  to  the 
Director  of  Labour  Relations  on  request. 


ORGANIZATION. 

The  organization  which  we  recommend  for  the  Legal  Department 
is  set  out  in  chart  form  on  the  opposite  page. 

The  proposed  organization  differs  from  that  presently  existing  in 
the  respects  and  for  the  reasons  outlined  in  the  following  paragraphs. 

In  the  present  organization,  although  the  senior  members  of  the 
department  provide  some  advice  and  guidance  to  the  junior  members, 
all  of  the  solicitors  and  the  Chief  Clerk  are  responsible  directly  to  the 
City  Solicitor.  In  the  proposed  organization  only  the  Deputy  City 
Solicitor,  the  Corporation  Counsel  and  the  Chief  Clerk  would  report 
directly  to  the  City  Solicitor.  Similarly,  only  three  Senior  Solicitors 
would  be  responsible  directly  to  the  Deputy  City  Solicitor  and  two  to 
the  Corporation  Counsel.  This  delegation  of  authority  and  responsibility 
would  eliminate  the  need  for  the  City  Solicitor  to  supervise  all  of  the 
department’s  operations  in  detail  and  result  in  closer  and  more  effective 
control  and  supervision. 

The  Chief  Clerk  now  supervises  all  members  of  the  staff  other 
than  the  solicitors,  regardless  of  the  work  they  perform.  We  propose 
that  the  Chief  Clerk  be  responsible  for  maintaining  records  and 
accounts  and  for  providing  stenographic  and  typing  service,  but  that 
all  members  of  the  department  who  are  engaged  in  the  performance 
of  the  department’s  primary  duties  as  outlined  above  be  responsible 
directly  to  the  Senior  Solicitors  in  charge  of  those  duties.  This  would 
produce  a  single  control  over  each  of  the  main  duties  of  the  department 
and  ensure  co-ordination  of  the  activities  of  all  members  of  the  staff. 

At  present,  a  “Fair  Wage  Officer”  operates  to  ensure  that  suppliers 
and  contractors  comply  with  City  Fair  Wage  regulations  before  pur¬ 
chase  orders  or  contracts  are  awarded.  This  employee  is  attached  to 
the  Legal  Department.  However,  under  the  terms  of  the  by-law  appoint¬ 
ing  a  Fair  Wage  Officer,  he  reports  directly  to  the  Board  of  Control.  In 
order  to  clarify  lines  of  authority  and  responsibility  and  to  reduce  the 
number  of  individuals  reporting  directly  to  the  Board  of  Control,  we 
recommend  that  the  Fair  Wage  Officer  be  formally  incorporated  into 
the  Legal  Department  staff  and  that  he  be  made  responsible  to  a 
Senior  Solicitor  in  charge  of  contracts,  agreements  and  leases. 
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RESPONSIBILITIES. 

Responsibilities  under  the  proposed  organization  would  be  assigned 
as  follows: 

City  Solicitor. 

1.  Exercise  general  supervision  over  the  Legal  Department  through 
the  Deputy  City  Solicitor,  the  Corporation  Counsel  and  the 
Chief  Clerk. 

2.  Provide  legal  advice  to  Board  of  Control  and  City  Council. 
Deputy  City  Solicitor. 

1.  Supervise  his  staff  through  the  Senior  Solicitors. 

2.  Provide  legal  advice  to  the  Local  Board  of  Plealth  and  Com¬ 
mittees  of  Council. 

3.  Draft  legislation  and  by-laws. 

4.  Convey  real  estate. 

5.  Draft  contracts,  agreements  (other  than  union  agreements)  and 
leases. 

6.  Ensure  that  suppliers  and  contractors  comply  with  fair  wage 
regulations. 

7.  Replace  the  City  Solicitor  during  temporary  absences. 

The  Deputy  City  Solicitor  would  delegate  all  but  the  most  important 
aspects  of  these  responsibilities  to  three  Senior  Solicitors,  each  of  whom 
would  be  assigned  such  staff  as  he  required  other  than  typing  and 
stenographic  staff.  One  Senior  Solicitor  would  be  responsible  for  advis¬ 
ing  the  Local  Board  of  Health  and  Committees  of  Council  and  for 
drafting  legislation  and  by-laws;  one  would  be  responsible  for  convey¬ 
ancing  real  estate;  and  one  would  be  responsible  for  drafting  contracts, 
agreements  and  leases  and  for  ensuring  that  contractors  and  suppliers 
complied  with  fair  wage  regulations.  Because  the  volume  of  work  in¬ 
volved  in  each  of  these  areas  of  responsibility  varies  from  time  to  time, 
some  flexibility  in  the  assignment  of  staff  would  be  required. 

Corporation  Counsel. 

1.  Supervise  his  staff  through  the  Senior  Solicitors. 

2.  Prosecute,  defend  and  appeal  court  actions  involving  the  City. 

3.  Adjust  claims  involving  the  City  out  of  court  wherever  prac¬ 
ticable. 

4.  Prepare  submissions  to  regulatory  boards  and  commissions. 

5.  Provide  legal  advice  for  union  negotiations  and  agreements. 

The  Corporation  Counsel  would  delegate  all  but  the  most  important 
aspects  of  these  responsibilities  to  two  Senior  Solicitors,  each  of  whom 
would  be  assigned  such  staff  as  he  required  other  than  typing  and 
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stenographic  staff.  One  Senior  Solicitor  would  be  responsible  for  court 
actions  and  claims  adjustment;  the  other  would  be  responsible  for 
preparing  submissions  to  regulatory  boards  and  commissions  and  for 
providing  legal  advice  for  union  negotiations  and  agreements.  Because 
the  volume  of  work  involved  in  each  of  these  areas  of  responsibility 
varies  from  time  to  time,  some  flexibility  in  the  assignment  of  staff 
would  be  required. 

Chief  Clerk. 

1.  Supervise  the  clerical  and  stenographic  staff. 

2.  Maintain  the  department’s  records  including: 

(a)  an  assignment  schedule, 

(b)  current  files, 

(c)  such  financial  records  as  it  is  necessary  to  maintain  in  the 
department,  consistent  with  our  report  on  the  Finance 
Department. 

3.  Operate  and  imprest  bank  account. 

4.  Provide  stenographic  and  typing  service  for  the  department. 

The  specialization  of  duties  assigned  to  the  Senior  Solicitors  as 
proposed  above  is  essentially  similar  to  the  current  practice  in  the 
department.  However,  it  would  not  be  necessary  for  the  City  Solicitor 
to  assign  work  to  the  various  staff  members  individually  in  the  proposed 
organization  as  he  does  at  present.  It  would  be  sufficient  for  him  to 
ensure  that  work  was  assigned  to  either  the  Deputy  City  Solicitor  or 
the  Corporation  Counsel.  The  Deputy  City  Solicitor  and  Corporation 
Counsel  would  be  responsible  for  ensuring  that  work  was  assigned  to 
the  Senior  Solicitors.  In  most  cases,  assignment  of  work  would  be 
automatic,  in  accordance  with  the  delegation  of  duties  described  above. 
In  the  “Procedures”  section  of  this  report,  we  propose  an  “assignment 
schedule”  to  facilitate  supervision  of  the  performance  of  work  assigned. 

RECOMMENDED  PROCEDURES. 

We  recommend  that  the  following  changes  in  administrative 
methods  and  procedures  be  adopted  by  the  Legal  Department  in  the 
performance  of  the  duties  described  above. 

Assignment  Schedule. 

We  recommend  that  a  fortnightly  report  of  work  in  process  be 
prepared  in  the  department  under  the  direction  of  the  Chief  Clerk  and 
forwarded  to  the  City  Solicitor,  Deputy  City  Solicitor,  Corporation 
Counsel  and  Senior  Solicitors.  This  report  would  indicate  by  Senior 
staff  members,  all  work  in  process  and  work  completed  since  the  last 
previous  report,  the  date  on  which  each  item  of  work  was  commenced 
and  the  date  on  which  it  is  due  to  be  completed.  Its  purpose  would  be 
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to  provide  a  means  of  controlling  the  work  being  carried  on  in  the 
department,  to  ensure  that  work  is  processed  promptly  and  to  assist 
in  supervision. 

At  present,  there  is  no  automatic  follow-up  of  work  after  it  has 
been  assigned  to  a  member  of  the  staff.  As  a  result,  it  is  possible  for 
work  to  be  overlooked  or  delayed  for  long  periods  of  time  without  any 
of  the  Senior  members  of  the  department  being  aware  that  this  is  the 
case. 

In  order  to  prepare  the  reports  described  above,  it  would  be  neces¬ 
sary  to  maintain  a  record  of  work  in  process  in  the  department.  At 
present,  file  folders  are  prepared  for  the  solicitors  for  items  of  work 
they  are  processing,  by  the  records  clerk.  In  order  to  keep  track  of 
these  file  folders,  the  clerk  maintains  a  card  record  of  each  file.  We 
recommend  that  this  card  record  be  expanded  to  provide  the  necessary 
record  of  work  in  process. 

A  file  folder  and  card  record  would  be  prepared  for  each  item  of 
work  assigned  to  the  Legal  Department.  These  would  be  prepared  on 
the  basis  of  Council,  Board  and  Committee  meetings’  agenda,  incoming 
letters  and  instructions  from  members  of  the  legal  staff.  The  cards  and 
files  would  be  dated  and  forwarded  daily  to  the  City  Solicitor,  who 
would  distribute  them  to  the  Deputy  City  Solicitor  and  the  Corporation 
Counsel.  The  Deputy  City  Solicitor  and  the  Corporation  Counsel  would 
assign  the  files  to  their  Senior  Solicitors,  and  return  the  cards  to  the 
records  clerk.  The  City  Solicitor,  Deputy  City  Solicitor,  and  Corporation 
Counsel  would  indicate  on  the  cards  the  senior  staff  members  to  whom 
the  files  have  been  assigned  and  wherever  possible,  a  date  by  which  the 
work  should  be  completed.  In  most  cases,  the  assignments  would  be 
automatic  in  accordance  with  the  delegation  of  duties  described  above. 

The  records  clerk  would  maintain  a  current  card  file  for  all  work 
in  process.  Cards  would  be  filed  by  Senior  Solicitors  under  the  Deputy 
City  Solicitor,  and  the  Corporation  Counsel.  On  completion  of  an  item 
of  work,  the  senior  staff  member  responsible  would  return  the  file  to 
the  records  clerk,  who  would  remove  the  applicable  card  from  the 
current  file. 

Control  of  Files. 

All  current  files  would  be  held  by  the  staff  responsible  for  the  work, 
as  described  above.  In  order  to  maintain  control  over  the  non-current 
files,  we  recommend  that  staff  members  be  required  to  insert  file  cards 
in  their  place  whenever  they  remove  such  files  from  their  repositories. 
The  staff  member  removing  a  file  would  put  the  name  of  the  file  and  his 
signature  on  this  card.  All  files  would  be  returned  to  the  records  clerk 
who  would  refile  them  and  pull  the  file  cards. 
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At  present,  all  non-current  files  are  recorded  in  a  book  record.  Under 
the  system  described  above,  this  record  would  be  replaced  by  a  card  file 
of  non-current  cards. 

Library  and  Records. 

As  described  in  our  report  on  the  City  Clerk’s  Department,  we 
recommend  that  that  department  operate  a  central  library  and  archives 
and  assume  the  responsibility  for  records  management  policies  and 
procedures  for  all  civic  departments.  The  library  and  archives  would 
include  the  present  Legal  Department  Library  and  assume  the  res¬ 
ponsibility  for  non-current  records.  It  would  be  large  enough  to  warrant 
the  employment  of  a  professional  librarian. 

Property  Committee  Reports. 

When  the  Property  Committee  is  considering  an  application  for  a 
Zoning  By-Law  amendment,  it  requests  two  reports,  one  from  the  City 
Planning  Board,  and  the  other  a  combined  report  from  the  Property 
and  Legal  Departments.  In  our  report  on  the  Development  Department, 
we  recommend  that  that  department  assume  the  present  Property 
Department’s  responsibilities  with  respect  to  zoning.  Henceforth,  in 
order  to  provide  the  Property  Committee  with  a  co-ordinated  basis  for 
decision,  we  recommend  that  a  joint  report  be  prepared  by  the  City 
Planning  Board,  the  Development  Department  and  the  Legal  Depart¬ 
ment. 


Imprest  Bank  Account. 

Much  of  the  Legal  Department’s  work  could  be  expedited,  par¬ 
ticularly  the  settlement  of  small  claims  against  the  City,  by  the  issue 
of  small  cheques  directly  from  the  department.  At  present,  an  imprest 
bank  account  of  $600  is  maintained  by  the  department  for  the  payment 
of  minor  legal  expenses.  We  recommend  that  this  account  be  raised  to 
$1,000  and  that  it  be  made  available  for  all  Legal  Department  require¬ 
ments. 

Real  Estate  Conveyancing. 

As  noted  in  the  section  of  the  report  dealing  with  the  Real  Estate 
Division,  whenever  property  is  sold  by  the  City  under  covenants  or  by 
installments,  the  Legal  Department  consults  that  division  concerning 
receipt  of  purchase  consideration,  possible  arrears  of  taxes  and  fulfil¬ 
ment  of  covenants  before  issuing  a  deed.  It  is  then  necessary  for  the 
Real  Estate  Division  to  consult  the  Treasury  Department  and  the 
Buildings  Department  concerning  these  matters.  We  recommend  that 
the  Legal  Department  obtain  the  necessary  information  directly  from 
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the  proposed  Finance  and  Development  Departments  without  requiring 
the  Real  Estate  Division  to  act  as  an  intermediary. 

Printed  Forms. 

A  large  number  of  contracts,  agreements  and  leases  are  drafted  by 
the  Legal  Department.  During  the  year  ended  April  30th,  1956,  194 
contracts,  191  agreements  and  44  leases  were  processed.  Many  of  these 
documents  are  similar  in  nature  and  much  of  the  wording  is  standard¬ 
ized.  In  order  to  reduce  the  amount  of  work  required  to  draft  such 
documents,  we  recommend  that  the  possibility  of  using  pre-printed 
forms  or  automatic  typing  methods  be  investigated. 


SECTION  5 


PERSONNEL  SERVICES  DEPARTMENT 


We  recommend  that  certain  activities  be  added  to  the  present 
Personnel  Division  to  form  a  new  department  to  be  called  the  Per¬ 
sonnel  Services  Department.  This  department  would  be  directed  by  a 
Commissioner  of  Personnel  who  would  be  responsible  to  the  Board  of 
Control.  The  present  Personnel  Division  would  become  a  division 
of  the  new  department  and  two  new  divisions  would  be  added.  The 
proposed  plan  of  organization  of  the  new  department  is  shown  on 
pages  187-8. 


DEPARTMENTAL  DUTIES. 

The  duties  proposed  for  the  new  department  are  listed  below  ac¬ 
cording  to  the  division  in  which  they  would  be  performed. 

Personnel  Division. 

1.  Recruit  personnel  for  the  civic  service. 

2.  Operate  a  position  classification  and  performance  appraisal 
system. 

3.  Operate  a  safety  program. 

4.  Develop  policies,  regulations  and  procedures  in  connection  with 
appointments,  promotions,  separations,  transfers,  etc. 

5.  Organize  and  direct  a  supervisory  training  program  and  co¬ 
ordinate  technical  training  programs. 

6.  Maintain  personnel  records  and  process  personnel  records  and 
documents  according  to  approved  procedures. 

Labour  Relations  Division. 

1.  Conduct  contract  negotiations  with  representatives  of  the  em¬ 
ployees  unions. 

2.  Interpret  the  union  contracts  to  the  supervisory  staff. 

3.  Assist  the  various  Department  Heads  in  dealing  with  employee 
grievances  under  the  contract. 

4.  Develop  and  analyze  data  to  assist  in  collective  bargaining  and 
develop  recommendations  for  approval  of  Board  of  Control 
and  City  Council. 
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Organization  and  Methods  Division. 

1.  Carry  out  studies  of  the  plan  of  organization  of  the  various 
departments  and  develop  and  maintain  an  organization  manual. 

2.  Conduct  methods  analysis  of  clerical  and  physical  operations 
and  develop  procedure  manuals. 

3.  Develop  work  standards  for  staffing  purposes  and  make  recom¬ 
mendations  to  Board  of  Control  in  specific  situations  to  control 
departmental  staffing. 

4.  Establishing  procedures  for  the  control  and  registration  of  all 
forms  used  throughout  the  civic  administration. 

MAIN  RECOMMENDATIONS. 

Our  main  recommendations  in  connection  with  the  Department  are 
summarized  below: 

1.  The  appointment  of  a  Director  of  Labour  Relations  to  conduct 
contract  negotiations  with  the  unions  and  to  deal  with  labour 
relations  matters  throughout  the  year. 

2.  The  appointment  of  a  Director  of  Organization  and  Methods 
who,  with  the  aid  of  a  competent  staff,  would  carry  out  organi¬ 
zation  and  methods  studies  throughout  the  civic  departments 
and  develop  recommendations  for  more  efficient  operations.  The 
Division  would  also  study  work  loads,  and  develop  work  stand¬ 
ards  for  assisting  in  determining  the  size  of  staff  necessary  to 
perform  a  current  or  proposed  program  of  work.  These 
matters  are  discussed  more  fully  under  the  heading  “Organiza¬ 
tion  and  Methods  Division”. 

3.  A  review  of  the  present  examination  system  and  methods  of 
determining  an  employee’s  eligibility  for  promotion. 

4.  A  complete  overhaul  of  the  position  classification  system  and 
salary  structure  and  the  introduction  of  a  system  for  rating  the 
performance  of  individual  civic  employees. 

5.  The  development  of  a  supervisory  training  program  to  be 
directed  by  a  Training  Supervisor  who  would  also  coordinate 
the  technical  training  programs  conducted  by  the  departments. 

6.  A  revision  in  the  method  of  approving  staff  changes. 

7.  Certain  changes  in  the  personnel  forms  and  procedures. 

Duties  of  Commissioner. 

Under  the  proposed  plan  of  organization  the  Commissioner  of 
Personnel  Services  would  be  responsible  to  the  Board  of  Control  for 
planning,  organizing  and  co-ordinating  all  the  activities  of  the  Depart¬ 
ment.  He  would  prepare  recommendations  concerning  personnel  pro¬ 
grams,  policies  and  regulation  as  well  as  organization  and  methods 
matters,  and  present  them  to  the  Board  of  Control.  On  this  approval 
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he  would  ensure  that  they  were  implemented.  He  would  confer  with 
other  Department  Heads  in  the  formulation  of  recommendations.  With 
the  assistance  and  advice  of  the  Labour  Relations  Director,  he  would 
deal  with  employee  grievances  that  had  not  been  settled  at  the  depart¬ 
mental  level. 

Qualifications  of  Commisioncr. 

The  Commissioner  of  Personnel  Services  should  have  a  broad  back¬ 
ground  in  personnel  administration.  He  should  be  familiar  with  cur¬ 
rent  practices  in  wage  and  salary  administration,  including  job  evalu¬ 
ation  and  merit  rating,  and  in  staff  training  and  development.  He 
should  be  sufficiently  familiar  with  organization  and  methods  work  as 
well  as  labour  relations  and  collective  bargaining  to  coordinate  and 
direct  these  activities  in  the  Department. 

The  proposed  three  Divisions  of  the  Department,  Personnel,  Labour 
Relations  and  Organization  and  Methods  are  discussed  in  greater  detail 
in  the  following  paragraphs. 
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PERSONNEL  DIVISION. 

The  Personnel  Division  would  perform  essentially  the  same  activi¬ 
ties  as  the  present  Division.  However,  certain  duties  would  be 
added  and  others  would  be  transferred  to  the  new  Divisions  in  the 
Department.  The  Personnel  Division  would  not  be  directly  concerned 
with  labour  relations  although  it  would  be  called  upon  to  furnish  the 
Labour  Relations  Division  with  information  as  to  wage  rates,  working 
conditions  etc.  as  required.  The  Division  would  also  be  relieved  of 
making  recommendations  as  to  changes  in  departmental  establishment 
as  outlined  above.  Additional  duties  would  be  to  supervise  the  revision 
of  the  job  classification  system  and  to  introduce  a  performance  rating 
system  as  well  as  training  and  development  programs. 

Duties  of  Director  of  Personnel. 

The  Director  of  Personnel  would  be  responsible  to  the  Commis¬ 
sioner  of  Personnel  Services  for  all  activities  performed  by  the  Person¬ 
nel  Division.  His  duties  and  responsibilities  would  include  the  follow¬ 
ing: 

1.  He  would  direct,  through  a  supervisor,  the  recruiting  and 
screening  of  applicants  for  employment  in  the  civic  service  and 
the  processing  of  personnel  forms  and  records  according  to  the 
regulations. 

2.  He  would  direct,  through  a  supervisor,  a  training  program  for 
supervisory  personnel  and  coordinate  the  various  departmental 
in-service  training  programs. 

3.  He  would  direct,  through  a  supervisor,  the  required  revisions  in 
the  job  classification  plan  and  the  wage  and  salary  structure 
and  would  ensure  that  a  continuing  review  was  made  of  the 
content  of  the  various  jobs  in  relation  to  such  a  revised  plan. 
He  would  also  be  responsible  for  developing  a  systematic  ap¬ 
praisal  or  rating  of  employees’  performance  as  a  basis  for  wage 
and  salary  administration  and  as  an  aid  in  choosing  employees 
for  promotion. 

4.  Through  a  supervisor,  he  would  direct  the  operation  of  the 
examination  system,  written  and  oral,  for  screening  applicants 
for  new  jobs  and  for  promotions. 

5.  He  would  direct  the  operations  of  a  Pension  Section  which 
would  provide  secretarial  services  to  the  Pensions  Committee 
and  perform  clerical  work  in  connection  with  administering 
the  plan.  (This  would  not  include  investment  of  funds  or 
recording  of  individual  pension  contributions.  These  functions 
would  be  performed  by  the  Finance  Department). 
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We  discuss  below  several  matters  coming  within  the  scope  of  the 
Personnel  Division  where  we  have  specific  recommendations  to  put  for- 
ward. 

Examination  System. 

The  selection  of  persons  for  appointment  to  permanent  positions 
and  for  promotion  within  the  civic  service,  depends  heavily  upon  writ¬ 
ten  and  oral  examinations.  Examinations  are  developed  for  almost 
all  job  openings  where  this  is  feasible.  They  are  conducted  under  the 
jurisdiction  of  the  Personnel  Division  by  senior  staff  members  of 
the  civic  service  and  in  some  cases  outside  authorities  assist  in  develop¬ 
ing  an  appropriate  written  examination  and  in  marking  the  papers. 
Such  persons  may  also  act  as  a  board  for  conducting  oral  examinations. 
Examinations  carry  a  total  of  100  marks  and  an  applicant  must  obtain 
a  mark  of  at  least  70  in  order  to  qualify.  Up  to  15  additional  marks 
may  be  assigned  for  length  of  service.  The  three  candidates  with  the 
highest  marks  are  sent  to  the  Department  Head  who  makes  his  selec¬ 
tion  from  this  group  of  three.  General  examinations  have  been  de¬ 
veloped  for  clerical  jobs,  up  to  and  including  Clerk  Grade  2,  while 
examinations  specific  for  the  particular  job  are  set  for  jobs  in  the  Clerk 
Grade  1  category  and  above. 

The  examination  system  has  certain  advantages:  (1)  outside  in¬ 
terference  is  avoided;  (2)  while  seniority  plays  a  part  in  the  ranking 
of  the  candidates  who  qualify  it  is  not  the  all-embracing  factor  that  it 
is  likely  to  be  when  no  examinations  are  held;  and  (3)  the  applicants 
are  usually  left  with  the  feeling  that  they  have  been  dealt  with  fairly 
and  thus  the  system  is  supported  by  the  employee  unions. 

The  weaknesses  in  the  system  as  now  applied  are  as  follows: 

1.  Because  of  the  great  variety  of  jobs  in  the  City  it  is  difficult 
to  set  examinations  which  measure  truly  the  capabilities  of 
candidates. 

2.  It  is  almost  impossible  to  develop  a  written  examination  that 
will  measure  the  supervisory  capabilities  of  an  individual  and 
in  fact  no  attempt  is  made  to  do  so,  except  to  question  the 
applicant  on  the  civic  regulations  and  procedures  and  to  test 
his  ability  to  write  letters  and  reports. 

3.  No  recognition  is  made  of  the  performance  of  the  individual  in 
his  present  position.  This  is  probably  the  most  serious  weak¬ 
ness  since  there  is  probably  no  one  better  qualified  to  assess 
his  capabilities,  than  his  present  supervisor.  In  addition,  be¬ 
cause  the  individual’s  performance  has  little  or  no  effect  on  his 
chances  of  promotion,  he  has  little  incentive  to  put  forth  his 
best  effort  in  his  daily  work. 

4.  The  present  examinations  place  a  heavy  emphasis  on  practical 
mechanical  knowledge  and  familiarity  with  routine  procedures 
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and  practices.  This  may  be  appropriate  at  the  junior  levels 
but  not  for  the  more  senior  jobs  where  breadth  of  knowledge 
and  imagination  are  important.  No  attempt  is  made  to 
measure  the  potential  capabilities  of  candidates. 

We  believe  that  the  examination  system  should  be  retained  but 
that  marked  changes  should  be  made  to  render  it  more  effective.  First 
we  recommend  that  the  content  of  the  written  examinations  should  be 
reviewed  thoroughly  with  a  view  to  ensuring  that,  as  far  as  is  possible, 
the  tests  measure  the  competence  of  the  applicant.  Second  we  believe 
that  the  examinations  should  be  supplemented  by  a  simple  intelligence 
test  in  order  to  recognize  the  potential  ability  of  candidates  as  well  as 
current  knowledge  of  routine  procedures  and  regulations.  Results  of 
such  tests  should  be  taken  into  consideration  in  selecting  persons  for 
promotion.  Years  of  service  should  be  reflected  in  the  applicant  obtain¬ 
ing  higher  scores  in  the  written  examination  and  for  this  reason  we 
believe  the  practice  of  adding  extra  marks  to  the  scores  for  years  of 
service,  should  be  discontinued.  Seniority  is  an  important  factor  and 
must  be  considered  fully  when  promotions  are  being  determined.  We 
do  not  believe,  however,  that  granting  extra  points  on  an  examination 
is  the  proper  method  of  considering  this  matter. 

Later  in  this  report  we  recommend  a  regular  appraisal  of  all 
salaried  civic  employees  by  their  immediate  supervisors.  We  recom¬ 
mend  that  this  appraisal  be  placed  in  the  official  personnel  file  of  each 
employee  and  that  the  examining  board  and  the  Department  Head 
concerned  should  consider  it  when  deciding  on  the  merits  of  the  various 
applicants. 

Job  Classification  Plan. 

A  sound  job  classification  plan  will  have  as  its  main  objectives 
the  payment  of  the  individual  employee  on  an  equitable  basis  for  the 
nature  of  the  work  he  is  required  to  do  and  for  his  performance  of  that 
work.  Not  inherent  in  the  plan  but  equally  essential  is  the  require¬ 
ment  that  the  various  levels  of  payment  should  be  reasonably  compar¬ 
able  with  those  on  similar  jobs  outside  of  the  City  administration. 

If  these  points  are  not  adhered  to,  areas  of  dissatisfaction  will 
inevitably  develop  and  there  will  be  undue  turnover  and  a  tendency  to 
lower  the  general  level  of  competency  of  the  staff. 

Originally  the  City  had  a  suitable  plan.  It  was  developed  in  the 
Civic  Survey  Report  of  1947.  Unfortunately,  since  then  it  has  been 
forced  out  of  line  partly  by  expedient,  but  not  consistent,  spot  adjust¬ 
ments  and  partly  because  of  “across  the  board”  salary  increases. 

It  is  already  becoming  difficult  for  the  City  to  attract  and  hold 
competent  employees  and  will  become  more  difficult  if  steps  are  not 
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taken  to  revise  the  job  classification  system  and  the  salary  structure. 
Once  this  has  been  done  it  is  equally  important  that  there  be  systematic 
and  constant  review  in  order  to  maintain  the  proper  internal  relation¬ 
ships  as  well  as  the  general  wage  levels.  Also,  in  view  of  the  fact  that 
there  are  service  and  merit  steps  in  each  classification,  it  is  essential 
to  set  up  a  continuing  system  for  rating  the  performance  of  each  em¬ 
ployee.  This  rating,  carried  out  at  specific  intervals  would  become 
part  of  the  employee’s  record  and  would  form  the  basis  for  salary  in¬ 
creases  and  promotions,  or  for  the  withholding  of  these. 

In  view  of  the  fact  that  the  present  system  has  been  the  victim 
of  circumstances,  it  may  appear  unduly  critical  to  give  examples  of 
defects.  However,  since  we  recommend  that  these  be  corrected  as  soon 
as  possible,  it  seems  pertinent  to  indicate  a  few  of  them  so  that  correc¬ 
tion  can  be  facilitated. 

While  for  the  most  part,  the  current  job  descriptions  do  indicate 
the  type  of  work,  the  degree  of  difficulty  and  the  qualifications  required 
of  the  incumbent,  some  of  them  cover  a  wide  variety  of  unrelated  jobs. 
For  instance  the  single  description  for  “Clerk  Grade  3"  includes  such 
dissimilar  jobs  as  file  clerks,  stenographers,  cashiers,  bookkeepers  and 
statistical  clerks.  Certainly  there  are  distinguishable  differences  in  the 
duties  and  responsibilities  in  these  jobs,  which  can  only  be  evaluated 
by  commencing  with  separate  job  descriptions. 

Apart  from  this,  instances  were  noted  in  which  an  individual  was 
not  performing  the  duties  called  for  by  the  job  description.  The  fol¬ 
lowing  are  examples: 

1.  A  Grade  3  clerk  instructing  or  training  a  Grade  2  clerk,  a 
more  senior  employee; 

2.  Duties  being  distributed  within  a  section  without  reference  to 
the  grading  of  the  employees;  senior  grade  clerks  performing 
relatively  junior  duties  and  vice  versa. 

We  suggested  above  that  a  systematic  approach  is  essential  and 
that  periodic  reviews  be  undertaken.  At  present  re-classification  can 
only  be  done  when  it  is  requested  by  a  Department  Head.  In  such 
cases  the  Personnel  Division  investigates  them  and  the  Personnel 
Director  makes  a  recommendation  to  the  Personnel  Advisory  Commit¬ 
tee  and  Board  of  Control.  This  tends  towards  inconsistencies  in  grad¬ 
ing  and  inequities  in  salaries,  thus  aggravating  the  general  situation 
outlined  above. 

In  respect  of  general  salary  levels  we  find  that  starting  salaries 
are  reasonably  in  line  with  these  paid  outside  but  that  the  range  for 
increases  is  comparatively  narrow  especially  in  some  of  the  senior 
positions.  This  requires  careful  and  continuous  review  because  of  the 
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rapid  changes  that  are  occurring  in  outside  salaries  for  unusually  com¬ 
petent  people. 

While  the  increases  through  a  range  were  originally  intended  to 
relate  to  both  service  and  performance  the  tendency  has  been  to  grant 
automatic  increases,  exhausting  the  range  in  about  three  years.  Only 
on  very  rare  occasions  are  increases  withheld  because  of  unsatisfactory 
performance. 

Certain  inconsistencies  were  observed  among  the  ranges  them¬ 
selves.  Junior  jobs  may  have  a  greater  spread  than  senior  jobs  when 
normally  the  reverse  would  be  expected.  For  instance,  the  range  for 
grade  3  and  grade  5  clerks  is  21%  as  against  14.5%  for  the  more  senior 
grade  1  clerks.  Apart  from  this,  the  multiplicity  of  salary  ranges 
raises  problems  of  differentiation.  Several  of  the  differentials  amount 
to  less  than  $100  per  year.  For  instance,  wage  scale  No.  29  has  an 
annual  salary  of  $3,284  while  the  next  higher  wage  code  No.  30,  carries 
a  salary  of  $3,312  or  a  difference  of  $28  or  less  than  1%.  The  low 
point  in  wage  code  No.  81A  is  $5,844  and  in  wage  code  No.  82  it  is  $5,955 
or  a  difference  of  $111  per  year  which  amounts  to  less  than  2%. 

Such  differences  are  unrealistic  and  it  is  not  possible  to  evaluate 
positions  this  closely.  Experience  has  shown  that  it  is  impractical  to 
distinguish  differences  of  less  than  about  8%.  Furthermore  such 
minute  distinctions  add  greatly  and  unnecessarily  to  clerical  work  and 
to  the  job  of  reclassification. 

There  are  other  anomalies  in  the  salary  ranges.  In  some 
cases  the  base  salary  of  adjacent  salary  ranges  is  the  same  but  the 
salary  range  is  different.  In  other  cases  the  high  points  in  the  ranges 
are  the  same  but  the  base  points  are  different.  The  following  illustrates 
this  point: 


Low  High  Range 


Code  76  .  ($5,120  $5,899  $  779 

Code  77A .  {  5,120  6,178)  1,058 

Code  78  .  5,287  6,178  (  891 

Code  82  .  (  5,955  6,957  1,002 

Code  83  .  I  5,955  7,180  1,225 


Regardless  of  the  structure  of  the  system  it  is  axiomatic  that 
jobs  judged  to  be  of  equal  difficulty  and  to  require  equivalent  quali¬ 
fications  should  give  the  same  opportunities  for  salary  advance.  The 
above  shows  that  this  is  not  necessarily  observed  in  the  present 
system. 

In  summary,  to  achieve  fully  equitable  salary  administration,  it  is 
imperative  that  the  present  system  be  reviewed  in  all  its  phases. 
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Staffing  the  Senior  Positions. 

The  problem  of  staffing  the  senior  positions  in  the  civic  service 
is  probably  more  important  than  any  other  problem  facing  the  civic 
administration.  In  practically  every  department  the  average  age  of  the 
senior  staff  is  abnormally  high  and  with  a  great  many  retirements 
imminent,  adequately  trained  personnel  are  not  available  in  many 
instances  to  take  their  places.  This  situation  has  resulted  from  a 
number  of  factors. 

Many  of  the  competent  employees  recruited  during  the  1920’s  and 
1930’s  have  moved  up  to  senior  positions  and  have  now  reached  or  are 
approaching  retirement  age.  Civic  employment  has  become  less 
attractive,  meanwhile,  in  relation  to  employment  in  private  organiz¬ 
ations.  In  our  expanding  economy  more  and  faster  possibilities  of 
future  advancement  have  been  evident  in  business  and  industry  and 
pension  plans  and  other  fringe  benefits  for  employees  of  private 
organizations  have  equalled  or  surpassed  those  offered  to  civic  em¬ 
ployees.  In  addition,  industry  now  offers  security  almost  equal  to  that 
of  the  civic  service.  Consequently,  fewer  career-minded  individuals 
have  been  recruited  and  retained  in  the  civic  service  in  recent  years. 

Another  factor  causing  this  situation  is  that  there  has  been  a  lack 
of  intermediate  supervisory  positions  in  which  employees  could  de¬ 
velop  their  executive  talents  by  accepting  a  real  measure  of  authority 
and  responsibility  delegated  by  the  more  senior  officials.  And  with 
the  formation  of  the  Municipality  of  Metropolitan  Toronto  the  City 
lost  some  of  its  capable  staff  who  would  have  been  otherwise  available 
for  promotion. 

In  this  report  we  have  made  recommendations  designed  to  make 
civic  employment  more  attractive,  such  as  the  following:  A  revision 
in  the  job  classification  system  and  salary  structure;  a  definite  plan 
of  organization  setting  out  clearly  the  lines  of  responsibility,  authority, 
accountability  and  communication;  and  the  recognition  of  performance 
as  a  factor  in  granting  salary  increases  and  selecting  persons  for 
promotions.  These  measures,  we  believe,  will  prove  effective  and 
will  prevent  a  recurrence  of  the  present  situation.  But,  for  the  im¬ 
mediate  future,  emergency  measures  will  have  to  be  taken  if  the 
situation  is  to  be  improved  or  even  prevented  from  deteriorating 
further.  We  recommend  that  such  measures  should  start  with  a  man¬ 
power  survey  which  would  be  designed  to  give  the  responsible  officials 
a  factual  appreciation  of  the  size  of  the  problem  with  which  they  are 
faced.  The  survey  would  be  carried  out  by  the  individual  department 
heads  with  the  help  of  the  Personnel  Division  and  would  cover  all 
supervising  and  executive  positions.  The  incumbent  in  each  of  the 
positions  would  be  assessed  and  classified  as  (a)  immediately  pro- 
motable,  (b)  promotable  at  a  specified  period  of  time  or  after  specific 
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training  or  (c)  not  promotable.  This  information  would  be  considered 
in  relation  to  the  retirement  dates  of  the  senior  staff  and  the  size  of 
the  problem  would  immediately  become  apparent.  What  is  more  im¬ 
portant,  it  would  provide  a  basis  for  the  immediate  planning  that  will 
be  required  to  fill  the  gaps  which  the  survey  will  indicate. 

It  will  probably  be  necessary  in  some  cases  to  go  outside  the 
civic  service  to  fill  certain  of  the  senior  positions  as  an  emergency 
measure.  However  this  should  not  be  necessary  on  a  long  term  basis 
if  the  personnel  recommendations  in  this  report  are  implemented.  The 
civic  service  should  then  generate,  more  or  less  automatically,  its  own 
senior  staff  from  the  junior  supervisory  levels.  However,  continuous 
planning  and  study  of  the  situation  will  be  needed  in  the  future.  The 
manpower  survey  recommended  above,  should  be  kept  up-to-date  so 
that  action  may  be  taken  well  in  advance  of  any  emergency  situation 
arising. 

Training. 

No  training  of  staff  is  being  carried  out  under  the  sponsorship  of  the 
Personnel  Division.  Most  of  the  departments  themselves  conduct 
what  staff  training  is  carried  out.  This  is  usually  limited  to  familiariz¬ 
ing  the  new  employees  with  departmental  policies  and  procedures.  No 
supervisory  training  is  attempted.  There  is  of  course  a  certain  amount 
of  on-the-job  training.  On  a  long  term  basis,  we  feel,  that  it  will  be 
necessary  for  the  Personnel  Division  to  provide  leadership  in 
establishing  training  programs  and  encouraging  the  departments  to 
provide  training  facilities. 

Two  types  of  training  programs  are  proposed: 

1.  Department  technical  training  programs  that  would  be  con¬ 
ducted  by  the  departments’  own  staffs  where  the  type  of  train¬ 
ing  is  specific  to  the  department.  This  would  cover  technical 
matters,  civic  policies  and  procedures  etc.  The  Personnel  Div¬ 
ision,  however,  should  work  closely  with  the  department’s  staff 
responsible  for  training,  and  should  co-ordinate  the  programs. 
In  many  cases  it  will  be  possible  to  conduct  joint  programs  for 
the  staff  of  more  than  one  department. 

2.  A  supervisory  program  that  would  be  developed  by  the  Per¬ 
sonnel  Division  for  all  supervisory  staff  including  foremen. 
Experience  has  shown  that,  in  many  instances,  the  best  technical 
person  in  a  group  does  not  necessarily  make  the  best  super¬ 
visor  and  additional  training  in  supervisory  methods  is  often 
required.  The  courses  should  be  aimed  particularly  at  newly 
appointed  supervisors  and  foremen  but  even  supervisors  with 
considerable  experience  should  benefit  from  such  training.  The 
program  should  concentrate  heavily  on  human  relations  and 
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the  methods  of  encouraging  employees  to  accept  responsibility 
and  put  forth  their  best  efforts. 

Recruitment. 

The  measures,  recommended  elsewhere  in  this  report,  designed  to 
make  civic  employement  more  attractive,  will  not  in  themselves  pro¬ 
duce  the  desired  results.  To  attract  competent,  stable  and  promotable 
people  at  the  junior  levels  in  the  organization  certain  other  steps  should 
be  taken.  A  potential  source  of  such  employees  may  be  found  in  the 
non-professional  university  graduate  who  is  not  now  being  attracted 
to  civic  employment.  If  recruitment  is  to  be  successful,  it  will  be 
necessary  for  the  Personnel  Division  to  actively  search  out  possible 
sources  of  competent  applicants  and  provide  information  on  the  ad¬ 
vantages  of  civic  employment. 

We  suggest  consideration  be  given  to: 

1.  Providing  information  and  material  to  high  schools,  technical 
schools  and  universities  on  the  advantages  of  a  civic  service 
career.  This  would  include  literature,  personal  appearance  etc., 
but  in  any  event  would  require  the  most  careful  long  term 
planning. 

2.  The  encouragement  of  higher  education  in  the  field  of  muni¬ 
cipal  administration.  This  would  entail  co-operation  with  the 
schools  and  universities  in  the  matter  of  special  courses  and 
might  even  call  for  the  sponsorship  of  scholorships. 

3.  The  employment  of  non-professional  graduates  and  non-gradu¬ 
ates  at  competitive  salaries  accompanied  by  special  training 
procedures. 

Coordination  of  Employee  Medical  Services. 

We  recommend  that  all  medical  services  supplied  to  civic  em¬ 
ployees  be  coordinated  by  the  Personnel  Division  of  the  Personnel 
Services  Department. 

This  would  include  the  following: 

1.  The  pre-employment  medical  examination  of  applicants  including 
those  for  the  fire  department  and  the  medical  examination  of 
employees  upon  retirement  on  disability  grounds. 

2.  The  provision  of  emergency  medical  services. 

3.  The  visiting  of  those  who  have  reported  absent  due  to  illness. 

There  is  now  no  uniform  pattern  with  respect  to  these  services. 
For  example,  the  Public  Health  Department  provides  for  employment 
and  retirement  medical  examinations  for  most  civic  employees  but  the 
Fire  Department  employes  its  own  physician  to  do  this  work,  and  also 
to  provide  emergency  medical  services  at  the  scene  of  fires  and  to 
firemen  injured  in  the  performance  of  their  duties.  The  Public  Health 
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Department  provides  a  Visiting  Physician  for  calling  on  employees  who 
are  ill,  but  the  Streets  Department  also  assigns  one  employee  to  per¬ 
form  a  similar  function. 

It  is  necessary  to  distinguish  between  Public  Health  Medical 
Service  and  Industrial  Medical  Service.  The  latter,  comprising  the 
functions  described  above,  is  almost  always  associated  with  personnel 
work.  While  we  do  not  suggest  that  persons  providing  medical  ser¬ 
vices  to  City  employees  must  be  attached  to  the  Personnel  Services 
Department,  it  would  be  preferable  to  do  so. 

This  need  not  preclude  the  assigning  of  a  doctor  to  the  Fire 
Department  in  view  of  the  need  for  special  knowledge  and  experience; 
nor  would  it  prevent  the  use  of  a  doctor  from  the  Public  Health  Depart¬ 
ment  for  pre-employment  medical  examinations.  Any  arrangement 
that  makes  the  most  effective  use  of  a  doctor’s  time  and  skills,  is  ob¬ 
viously  desirable.  However,  it  is  important  to  recognize  the  separate 
nature  of  Industrial  Medicine  and  to  develop  a  uniform  policy  to  be 
administered  by  the  Personnel  Division. 

Approval  of  Staff  Changes. 

Certain  regulations  have  been  set  up  concerning  the  procedures  to 
be  followed  in  obtaining  approvals  of  staff  changes  such  as  appoint¬ 
ments  to  the  permanent  service,  promotions,  adjustments,  transfers, 
etc.  These  are  prepared  on  “Personnel  Recommendation”  forms,  in  the 
first  instance  by  the  originating  department.  After  checking  the  form, 
the  Personnel  Division  transcribes  most  of  the  information  to  a 
spirit  duplicator  master,  for  reproducing  about  20  copies  of  the  forms. 
All  such  “Personnel  Recommendations”  are  submitted  to  the  Personnel 
Advisory  Committee.  A  large  proportion  of  these  go  on  to  Board  of 
Control  for  approval  and  a  smaller  proportion  are  also  included  in 
the  reports  presented  to  City  Council  for  ratification.  The  Committee 
approves  appointment  of  probationary  employees  without  reference  to 
Board  of  Control.  Board  of  Control  gives  final  approval  with  respect 
to  “Personnel  Recommendations”  involving  a  change  of  salary  or  ap¬ 
pointment  to  permanent  status,  where  the  employees  earns  less  than 
$3,729  per  annum,  i.e.,  Grade  2  Clerk.  When  the  employee  concerned 
has  a  salary  in  excess  of  $3,729,  City  Council  must  give  final  approval 
to  the  change.  This  approval  procedure  results  in  the  following 
numbers  of  “Personnel  Recommendations”  being  submitted  to  the 
authorities  listed  below: 


“Personnel  Recommendations” 
Considered  per  year 


Personnel  Advisory  Committee  .  1000 

Board  of  Control  .  850 

City  Council  .  150 
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Our  comments  on  these  procedures  are  as  follows: 

1.  The  process  is  slow  and  cumbersome  involving  an  undue  number 
of  steps. 

2.  A  great  deal  of  clerical  work  is  necessary  to  prepare  the  forms. 

3.  The  Committee,  Board  of  Control  and  City  Council  must  rely 
on  the  Personnel  Division  almost  entirely  for  the  personnel 
policies  and  regulations  being  followed.  Consequently  the  sub¬ 
mission  of  this  volume  of  forms  does  not  appear  to  serve  any 
useful  purpose. 

Accordingly  we  recommend  that  final  authority  for  staff  changes, 
up  to  but  not  including  the  level  of  Director  of  a  Division,  should  be 
granted  to  the  Personnel  Division.  We  suggest  that  the  Personnel 
Advisory  Committee  should  not  be  required  to  consider  each  individual 
change.  The  employee  unions  already  receive  notification  of  such 
changes  and  we  suggest  that  the  Personnel  Advisory  Committee  should 
only  deal  with  grievances  or  appeals  of  employees,  in  connection  with 
staff  changes.  Proposals  for  staff  changes  at  the  Director  level  or 
above  would  still  be  submitted  to  the  Board  of  Control  and  City 
Council.  It  should  be  pointed  out  that  the  above  recommendation  refers 
only  to  appointments  and  promotions  to  fill  positions  included  in  the 
authorized  establishments.  All  changes  in  establishments  would  be 
treated  separately  from  the  appointment  or  transfer  of  employees, 
and  would  be  approved  separately  by  Board  of  Control. 

Need  for  Coordinating  Central  Personnel  Records 

and  Departments'  Personnel  Records 

Prior  to  the  formation  of  the  Personnel  Division,  the  individual 
operating  departments  handled  their  own  personnel  matters,  and 
records  and  procedures  were  set  up  for  this  purpose.  When  the  central 
Personnel  Division  was  formed,  certain  additional  forms  and  pro¬ 
cedures  were  superimposed  on  the  existing  systems  in  the  departments. 
Because  there  were  no  staff  members  skilled  in  methods  analysis  and 
free  to  move  between  departments,  this  was  done,  apparently,  without 
altering  the  previous  departmental  forms  and  procedures  or  coordin¬ 
ating  them  with  those  needed  by  the  Personnel  Division.  This  may 
be  illustrated  by  the  following  examples. 

1.  In  most  departments,  the  branches  or  divisions  prepare  a 
weekly  report  on  staff  changes  listing  the  employee’s  new  ad¬ 
dress,  change  in  status,  etc.  These  are  usually  sent  to  the  head 
office  of  the  department  where  most  of  the  information  is 
copied  from  the  branch  reports  to  a  weekly  staff  change  form 
required  by  the  Personnel  Division. 

2.  An  applicant  for  employment  fills  out  an  application  form  at 
the  Personnel  Office  and  if  the  applicant  is  referred  to  a  depart- 
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ment  the  application  form  is  sent  to  the  department  with  the 
applicant. 

Since  the  application  form  must  be  returned  to  the  Per¬ 
sonnel  Division,  copies  are  frequently  made  on  other  forms 
in  the  departments  either  by  the  applicant  or  by  the  depart¬ 
ment’s  staff.  In  some  cases,  specialized  branches  or  divisions 
require  an  additional  application  form  to  be  completed  for  their 
own  purposes. 

3.  When  a  person  is  hired,  the  Personnel  Division  prepares 
an  “Employee’s  Service  Record”  showing  the  name,  address, 
marital  status,  age,  war  service,  etc.  This  is  a  perman¬ 
ent  record  which  also  records  the  job  classification  status 
and  pay  rate  etc.  and  is  kept  up-to-date  as  changes  occur. 
Some  departments  use  the  same  form  and  in  these  cases  the  Per¬ 
sonnel  Division  prepares  an  extra  copy  at  the  time  of  prepar¬ 
ing  their  own  copy.  Most  of  the  departments,  however,  maintain 
their  own  service  records  on  different  size  forms  and  with 
slightly  different  information.  This  requires  further  copying  of 
information.  Frequently  the  branches  or  divisions  within  the 
operating  departments  also  maintain  service  records  for  their 
own  employees  in  addition  to  the  head  office  records  of  the 
department. 

4.  A  variety  of  procedures  is  followed  with  respect  to  absentee  re¬ 
porting.  The  usual  procedure  is  for  the  branches  or  divisions 
to  prepare  lists  of  absentees  daily  and  to  forward  them  to  the 
head  office  of  the  department.  In  some  cases,  when  and  em¬ 
ployee  is  absent  his  name  is  listed  on  the  report  each  day  he 
is  away.  The  head  office  sections  of  the  departments  report 
to  the  Personnel  Division  each  day  the  names  of  employees 
who  have  reported  sick  for  the  first  day  of  their  illness  and 
the  names  of  the  employees  who  have  returned  from  an  illness. 
The  Personnel  Division  then  prepares  individual  slips  on  per¬ 
sons  reporting  ill,  for  the  use  of  the  Visiting  Physician  who 
may  call  on  the  sick  employee  in  his  home.  It  would  appear 
that  one  report  when  the  employee  first  reports  sick,  and  one 
report  when  he  returns  to  work,  is  all  that  is  required.  This 
report  or  slip  could  be  prepared  in  a  sufficient  number  of  copies 
to  notify  all  the  person  who  are  concerned. 

Proposed  System  of  Personnel  Records. 

Employment  application  forms  should  be  reviewed  in  relation 
to  the  information  required  by  the  various  departments  and  to  that 
considered  necessary  by  the  Personnel  Division.  One  application  form 
should  be  developed  which  would  meet  the  needs  of  all  concerned  and 
eliminate  the  necessity  of  havng  an  applicant  prepare  more  than  one 
application  form. 
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The  application  form  should  also  provide  space  for  notations  as  to 
referral  and  disposition  of  applications  to  eliminate  the  preparation  of 
the  present  lengthy  referral  forms.  The  statutory  declaration  by  the 
applicant  as  to  the  accuracy  of  the  information  on  the  application  form, 
witnessed  by  a  Commissioner  for  taking  Oaths,  should  be  eliminated. 
We  suggest  that  all  that  should  be  required  is  for  the  applicant  to  sign 
a  simple  statement  to  the  effect  that  any  incorrect  information  given 
on  the  application  may  be  cause  for  dismissal.  A  careful  review  should 
be  made  of  the  need  for  service  records  in  the  various  departments, 
particularly  the  service  records  being  maintained  in  the  various 
branches  or  divisions  of  the  departments.  The  information  contained 
in  such  records  should  be  available  from  the  Personnel  Division. 

A  Staff  Change  Form  should  be  developed  for  obtaining  approvals 
and  for  notification  of  all  personnel  changes  including  appointments; 
separations;  reclassification;  changes  in  pay;  change  in  status,  either 
probationary  to  permanent  or  temporary  to  permanent;  alternative 
ratings. 

Procedures  would  be  set  up  for  routing  these  forms  to  allow  for 
signatures  of  recommendation  and  approval  by  the  appropriate  offi¬ 
cials.  This  would  eliminate  the  present  “audit  sheet’’.  A  review  should 
be  made  of  the  need  for  each  of  the  persons  now  receiving  copies  of 
the  “audit  sheet”  and  who  would  in  the  future  be  given  copies  of  the 
Staff  Changes  Form.  If  the  number  of  copies  can  be  limited  to  about 
six,  the  Staff  Change  Forms  should  be  a  multiple  part  set  preferably  of 
the  snap-out  type  with  single  use  carbons.  If  more  copies  were  needed 
it  would  probably  be  necessary  to  use  a  duplicating  process.  As  recom¬ 
mended  earlier  only  the  senior  appointments  would  be  submitted  to 
Board  of  Control  for  approvel.  The  Personnel  Advisory  Committee 
would  not  consider  individual  cases  unless  a  grievance  was  registered. 
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LABOUR  RELATIONS  DIVISION. 

We  recommend  the  establishment  of  a  Labour  Relations  Division 
under  a  Director  of  Labour  Relations  responsible,  through  the  Commis¬ 
sioner  of  Personnel  Services,  to  the  Board  of  Control.  Because  of  the 
special  nature  of  the  Director’s  responsibilities  as  outlined  below  this 
Division  would  be  a  distinctly  separate  unit  in  the  Personnel  Services 
Department,  even  though  closely  integrated  with  the  other  personnel 
functions. 

To  avoid  misunderstanding  it  should  be  noted  that  the  term 
“Labour  Relations”,  as  used  here,  refers  mainly  to  the  relationships 
between  the  City  and  its  employees  as  members  of  trade  unions.  This 
does  not  exclude  other  matters  but  it  marks  the  focal  point. 

The  problems  that  arise  out  of  the  relationship  between  employer 
and  employees  are  often  intricate  and  delicate.  If  they  are  handled 
ineptly,  the  results  may  be  unfortunate  and  long-lasting.  For  this 
reason  “Labour  Relations”  has  become  a  critical  function  in  modern 
business.  Our  recommendations  are  made  with  this  in  mind,  plus  the 
fact  that  the  City  is  in  no  different  position  than  is  any  large  industry. 
It  employs  about  5,500  people,  most  of  whom  are  bargained  for  col¬ 
lectively  by  their  agents,  the  trade  unions.  Also,  its  main  item  of 
expenditure,  some  31  million  dollars,  is  made  up  of  wages  and  salaries. 
It  must  negotiate  formal  agreements  and  operate  within  their  terms  as 
must  any  other  business. 

Regardless  of  the  size  of  the  enterprise  everybody  of  supervisory 
rank  has  some  degree  of  responsibility  in  labour  relations.  However, 
this  function  must  be  centralized  in  one  person  if  there  is  to  be  uni¬ 
formity  in  carrying  out  policies.  This  person  is  almost  invariably  a 
senior  official.  In  large  companies,  say,  of  more  than  1,000  employees 
he  will  probably  be  a  full-time  director  of  labour  relations  and  be  of 
senior  rank.  Often  he  will  be  a  vice-president,  but  it  is  not  uncommon 
for  the  president  to  assume  direct  responsibility,  especially  in  contract 
negotiations.  This  is  partly  because  of  the  involvement  with  major 
policy  and  partly  because  the  processing  of  grievances  usually  requires 
the  entry  of  a  top  official  at  the  stage  immediately  prior  to  arbitration. 

Developments  in  such  matters  over  the  past  few  years  have  made 
it  essential  for  an  administration  as  large  as  that  of  the  City  of  To¬ 
ronto  to  be  represented  by  a  fully  competent  person  with  clearly 
defined  responsibility  and  authority.  It  is  also  necessary,  because  of 
areas  of  incompatibility,  to  separate  Labour  Relations  from  the  other 
two  Divisions  viz.  Personnel,  and  Organization  and  Methods. 

Although  it  is  desirable  to  use  the  term  “Division”  for  purposes  of 
organization  the  proposed  Director  of  Labour  Relations  would,  in  effect, 
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be  the  Division.  That  is  to  say  he  would  not  require  a  staff  other  than 
a  secretary  and,  if  the  circumstances  warranted,  an  understudy. 

Qualifications  of  Director. 

In  view  of  the  fact  that  the  Director  would  be  required  to  have 
special  personal  qualities  as  well  as  special  knowledge  and  experience, 
it  is  essential  that  great  care  be  taken  in  his  appointment. 

A  confirmed  record  of  experience  and  achievement  would  be  the 
main  consideration.  That  is  to  say  the  appointee  should  have  demon¬ 
strated  the  necessary  qualities  of  integrity,  understanding,  firmness  and 
restraint;  adequate  skill  in  negotiating  and  writing  contracts;  a  knowl¬ 
edge  of  regulations,  laws,  current  practices  and  trends;  and  an  ability 
to  deal  maturely  with  people  at  all  levels  as  well  as  across  the  bargain¬ 
ing  table. 

Such  a  person  may  not  be  as  difficult  to  find  as  this  array  of 
requirements  might  suggest.  While  a  qualified  individual  might  be 
found  in  the  employ  of  the  City,  he  would  more  probably  come  from 
industry,  e.g.  an  assistant  labour  relations  director  in  a  large  corpo¬ 
ration  would  be  a  likely  prospect.  He  might  be  selected  from  among 
the  senior  officials  of  a  trade  union.  It  is  also  possible  that  he  might 
be  the  present  personnel  director  of  another  municipality.  The  pos¬ 
sibility  of  employing  a  lawyer  or  a  university  professor  with  the  de¬ 
sired  qualifications  should  not  be  ignored,  but  the  field  of  choice  is  not 
great  and  definite  emphasis  would  have  to  be  laid  on  the  personal 
qualifications  and  experience. 

As  might  be  deduced  he  will  not  likely  be  a  very  young  man,  e.g. 
a  recent  graduate  in  Industrial  Relations.  However,  if  the  appointee 
turned  out  to  be  a  man  of  fifty-five  or  more,  it  would  be  well  to  con¬ 
sider  a  young  assistant  possibly,  but  not  necessarily,  a  university 
graduate  who  would  study  to  replace  the  Director  upon  his  retirement. 

Because  of  the  emphasis  on  experience  and  personal  qualities,  we 
do  not  stress  the  academic  requirements.  For  instance,  although  there 
are  men  in  the  Unions  who  have  high  scholastic  attainments,  there  are 
also  able  and  suitable  Union  men  who  have  not  had  the  advantage  of 
higher  education. 

Dudes  of  the  Director. 

These  would  divide  into  two  fairly  distinct  phases  (a)  the  day-to- 
day  dealings  with  Union  matters  and  (b)  the  negotiation  of  the  annual 
agreement. 

In  attending  to  the  former  he  would  act  specifically  as  a  staff  ad¬ 
visor  to  all  supervisors  in  respect  of  complaints  and  other  matters 
relating  to  Union  affairs.  At  the  proper  stage  he  would  actually  deal 
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directly  with  grievances,  but  for  the  rest  he  would  stay  in  the  back¬ 
ground. 

He  would  personally  conduct  contract  negotiations  at  every  stage. 

In  order  to  deal  with  both  of  the  above  he  would  keep  informed 
as  to  wage  rates  and  employment  practice  elsewhere;  as  to  fashions 
and  trends  in  labour  practices;  as  to  Conciliation  Board  recommenda¬ 
tions  and  Arbitration  decisions;  as  to  the  existing  procedures  in  the 
City  departments. 

He  would  also  keep  up-to-date  on  relevant  statutes  and  regulations; 
would  know  the  official  constitution  of  the  Unions;  and  would  study  the 
contents  of  other  agreements. 

He  would  keep  the  various  supervisors  informed  as  to  the  develop¬ 
ments  in  other  departments  and  elsewhere,  and  try  to  educate  them  in 
proper  methods  of  dealing  with  Union  problems.  He  would  unify  the 
implementation  of  policy  decisions  and  would  do  a  great  deal  in  assist¬ 
ing  in  the  establishment  of  policy. 

None  of  this  is  designed  as  an  offset  to  Union  procedures,  but 
rather  as  an  attempt  to  achieve  sound  relationships  between  the  City 
administration  and  the  employees. 

In  this  respect  certain  procedures  are  recommended,  especially  in 
the  negotiation  of  contracts. 

Procedures. 

Experience  has  demonstrated  the  value  and  propriety  of  following 
certain  procedures  that  may  not  be  easy  to  maintain  in  municipal 
affairs: 

1.  Negotiations  are  usually  commenced  by  one  or  other  of  the 
parties  presenting  its  “demands”.  More  often  than  not  this  is 
the  Union.  In  the  case  of  the  City  it  appears  always  to  have  been 
the  Union.  It  would  be  the  duty  of  the  Director  to  present  the 
City’s  “demands”,  having  discussed  these  with  the  Commis¬ 
sioner  of  Personnel  Services  and  with  the  Board  of  Control. 

2.  While  others,  such  as  Department  or  Division  Heads,  would 
attend  the  negotiations,  it  is  most  essential  that  one  person, 
the  Director,  conduct  them  from  beginning  to  end — even  before 
a  Conciliation  Board. 

3.  Prior  to  negotiations,  or  at  the  latest  upon  receipt  of  the  Union 
proposals,  the  negotiator  should  know  as  closely  as  possible 
how  far  the  City  is  prepared  to  go.  That  is  to  say  he  must 
know  what  his  limitations  and  permissions  are  long  before  he 
reaches  them.  Otherwise  he  is  negotiating  blindly  and  cannot 
follow  a  consistent  line.  As  noted  later  it  would  be  essential 
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that  discussions  relative  to  this  and  other  matters  would  be 
held  in  private. 

Once  the  demands  of  both  sides  are  made  known  publicly,  as 
in  the  case  of  business,  it  is  most  essential  that  all  subsequent 
negotiations  be  held  privately.  That  is  to  say  only  the  proper 
members  of  each  party  should  be  present  and  the  results  of 
their  deliberations  should  not  be  disclosed  until  they  had  agreed 
or  failed  to  agree.  When  agreement  was  reached,  the  matters 
agreed  upon  would  go  to  the  Union  membership  and  to  the 
Council  for  ratification  or  rejection.  In  the  event  of  disagree¬ 
ment  it  would  then  be  a  matter  of  Council  and  Union  member¬ 
ship  agreeing  to  ask  the  Provincial  Government  for  conciliation 
services,  provided  the  City  was  not  operating  under  Section  78 
of  the  Labour  Relations  Act  of  Ontario. 
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ORGANIZATION  AND  METHODS  DIVISION. 

We  recommend  the  establishment  of  an  Organization  and  Methods 
Division  under  a  Director  of  Organization  and  Methods  who  would  be 
responsible,  through  the  Commissioner  of  Personnel  Services  to  the 
Board  of  Control.  The  main  activities  of  the  Division  would  be  those 
of  making  studies  and  preparing  recommendations  as  to  the  plan  of 
organization  and  methods  followed  in  all  departments  of  the  civic  ad¬ 
ministration. 

Duties  of  Director  of  Organization  and  Methods. 

The  Director  would  assist  and  work  closely  with  the  Department 
Heads  and  his  duties  would  include  the  following: 

1.  He  would  direct  studies  of  the  organization  of  the  various 
departments  and  make  recommendations  for  revisions  in  exist¬ 
ing  plans  of  organization  according  to  accepted  principles  of 
organization.  He  would  direct  the  preparation  of  an  organiza¬ 
tion  manual  for  the  senior  positions  in  the  civic  service. 

2.  He  would  direct  a  continuing  program  of  analysis  of  both  office 
work  methods  and  procedures,  and  physical  operations  of  the 
“outside”  activities  with  a  view  to  developing  new  or  more  effi¬ 
cient  methods  of  performing  the  work.  When  these  were  ap¬ 
proved  he  would  direct  the  implementation  of  the  revised 
methods.  Such  studies  would  include  office  mechanization  and 
punched  card  proposals. 

3.  He  would  direct  a  forms  control  program  by  reviewing  present 
forms  with  a  view  to  eliminating,  combining  or  simplifying  the 
existing  forms.  He  would  supervise  the  design  of  forms  to 
ensure  that  approved  forms-design  principles  were  followed. 

4.  He  would  supervise  the  development  of  work  standards  in  the 
office  and  in  outside  occupations  as  an  aid  to  determining  the 
staff  requirements  of  each  department  in  relation  to  the 
volume  of  work  to  be  done.  He  would  direct  the  analysis  of 
requests  for  changes  in  the  approved  establishments  of  the 
various  departments  and  make  recommendations  to  Board  of 
Control  based  on  these  studies. 

Basis  for  Recommending  New  Division. 

During  the  course  of  our  review  of  the  various  departmental  ad¬ 
ministrations  it  became  obvious  that,  it  would  be  advisable  to  carry 
out  continuous  study  of  the  plans  of  organization  of  the  various  depart¬ 
ments  as  conditions  change,  i.e.  as  work  programs  are  altered  and  as 
the  senior  staff  changes,  due  to  retirements,  resignations,  etc.  It  also 
became  evident  that  an  up-to-date  organization  manual  was  needed  to 
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define  clearly  the  scope  of  responsibilities  and  channels  of  authority 
for  each  senior  staff  member. 

In  addition,  since  some  31  million  dollars  per  year  are  spent  on 
wages  and  salaries  which  is  approximately  60%  of  the  total  budget, 
we  recommend  that  continuous  studies  be  made  of  the  work  methods 
both  in  office  work  and  in  the  outside  occupations,  in  order  to  develop 
more  efficient  methods  and  effect  substantial  savings.  Throughout  this 
report  we  have  recommended  a  great  many  such  changes.  Trained 
competent  staff  will  be  required  to  assist  the  departments  in  making 
the  changes.  Similarly,  qualified  persons  will  be  needed  to  make  the 
detailed  studies  that  are  recommended  in  several  instances. 

Skills  Needed  in  Division. 

For  the  reasons  mentioned  above,  we  suggest  that  a  full  time  staff 
will  be  required  to  carry  out  the  necessary  work.  The  Division  need 
not  be  large,  but  at  the  outset  it  should  have  on  its  staff  at  least  one 
of  each  of  the  following: 

1.  An  Organization  Analyst  who  is  trained  in  the  fundamentals 
of  organization  planning  and  who  would  conduct  organization 
studies  and  develop  an  organizational  manual  and  keep  it  up-to- 
date. 

2.  An  Office  Methods  Analyst  who  is  trained  in  matters  of  work 
simplification  in  the  office,  who  is  familiar  with  available  office 
machines  and  equipment  and  who  would  conduct  studies  of 
clerical  procedures  with  a  view  to  simplifying,  eliminating  or 
combining  forms  and  procedures  for  more  effective  operation. 

3.  A  Work  Standards  Analyst  who  is  trained  in  time-study  methods 
of  analysis  and  the  determination  of  work  standards  and  who 
would  conduct  studies  of  both  outside  and  inside  activities  with 
a  view  to  effecting  methods  improvements  and  developing  work 
standards. 


PROCEDURES. 

The  Organization  and  Methods  Division  would  act  in  a  staff  or  ad¬ 
visory  capacity  in  relation  to  the  individual  operating  and  administra¬ 
tive  departments.  The  Department  Heads  should  call  upon  the  services 
of  this  group  to  assist  them  in  making  their  operations  more  effective. 
Where  organization  and  procedural  problems  affect  more  than  one  de¬ 
partment  it  may  prove  necessary  for  the  Division  to  initiate  surveys. 
In  such  instances  care  must  be  exercised  that  the  staff  of  the  Division 
do  not  assume  any  responsibilities  pertaining  to  the  Department  Heads 
concerned. 

An  important  activity  of  this  Division  would  be  the  control  and 
registration  of  all  forms  used  throughout  the  civic  administration.  All 
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forms,  letterheads,  etc.,  should  be  registered,  and  all  requisitions  for 
printing  forms,  letterheads,  etc.,  should  be  processed  through  this  group. 
The  Division  would  standardize  the  forms  and  letterheads  wherever 
possible,  and  eliminate  any  duplication  of  forms  serving  similar  pur¬ 
poses  in  the  various  departments.  The  Division  would  also  provide 
forms  design  services  to  the  departments  with  respect  to  existing  or 
new  forms.  In  this  connection  it  would  carry  out  the  necessary  depart¬ 
mental  studies  to  determine  the  use  and  requirements  of  the  forms. 
It  would  be  necessary  to  co-operate  fully  with  the  Records  Division  of 
the  City  Clerk’s  Department,  in  determining  the  ultimate  methods  of 
filing  of  the  forms,  and  the  retention  schedules  of  the  various  copies. 

Control  of  Establishment. 

In  1948  the  number  of  employees  required  in  each  department  to 
carry  out  its  activities  was  determined  and  then  approved  by  City 
Council.  Employees  were  identified  by  job,  title  and  grade.  This 
constituted  what  is  termed  the  establishment  of  each  department.  One 
of  the  most  important  problems  of  the  Personnel  Division,  is  that 
it  has  been  placed  in  the  position  of  policing  the  Departments  to  ensure 
(1)  that  they  do  not  exceed  these  establishments  and  (2)  that  they  do 
not  increase  their  establishments  beyond  their  requirements.  Accord¬ 
ing  to  the  regulations,  the  Personnel  Director  only  makes  recommenda¬ 
tions  to  Board  of  Control  on  proposed  changes  in  establishment.  In 
practice  his  recommendations  are  almost  invariably  accepted  even  if 
they  are  at  variance  with  the  recommendation  of  the  Department 
Heads.  When  this  practice  is  followed  by  a  Personnel  Department  the 
other  personnel  activities  usually  suffer  since  the  consultant-advisory 
relationship  between  the  Personnel  Director  and  the  various  Depart¬ 
ment  Heads,  is  destroyed.  Also  it  is  difficult  for  the  members  of  the 
Personnel  Division  to  know  what  the  staffing  requirements  of  the 
various  Departments  should  be.  Even  if  the  staff  were  qualified  to 
study  these  matters,  the  present  clerical  load  on  the  Department  is  so 
heavy  that  time  would  not  be  available  to  carry  out  satisfactory  studies. 

We  have  implied  that  control  of  the  size  of  the  departmental  staffs 
should  not  be  a  normal  function  of  the  Personnel  Division.  However, 
the  Board  of  Control  must  have  assistance  in  the  matter.  Further¬ 
more  Department  Heads  are  also  in  need  of  some  help  in  determining 
the  size  of  staff  needed  to  carry  out  a  current  or  proposed  program  of 
work.  We  recommend  that  the  Organization  and  Methods  Division 
should  be  called  upon  to  give  this  assistance. 

This  Division  would  have  a  staff  competent  to  study  work  loads 
and  develop  standards  for  staffing  purposes  and  we  suggest  that  all 
requests  for  changes  in  establishment  should  be  referred  to  this 
Division.  The  staff  of  the  Division  would  conduct  whatever  studies  or 
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analyses  were  required  to  arrive  at  sound  recommendations  which 
would  be  made  to  the  Board  of  Control  through  the  Commissioner  of 
Personnel. 

It  should  not  be  inferred  from  the  above  that  the  Division  should 
only  conduct  departmental  studies  as  a  result  of  requests  for  changes 
in  establishment.  Such  requests  will  probably  continue  to  be  for  in¬ 
creases  in  establishments  and  the  Division  would  not  be  fully  effective 
unless  continuing  studies  were  made  of  the  various  departments’ 
operations.  Recommendations  would  be  made  in  relation  to  changing 
conditions,  or  to  the  feasibility  of  staff  reductions  under  existing  condi¬ 
tions. 


SECTION  6 


PUBLIC  WORKS  DEPARTMENT 


The  Public  Works  Department  would  operate  under  the  direction 
of  a  Commissioner  of  Public  Works  who  would  report  through  the  Com¬ 
mittee  on  Public  Works  to  the  Board  of  Control. 

The  operations  of  the  department  would  be  expanded  beyond  those 
of  the  present  Works  Department,  to  include  the  activities  of  the 
Streets  Department,  Surveying  Division  and  Traffic  Engineering  Divi¬ 
sion.  The  expanded  department  would  have  the  following  main  duties: 

1.  Design,  construct,  maintain  and  inspect  public  facilities  coming 
under  its  jurisdiction,  and  issue  permits  for  their  special  use. 
Such  facilities  would  consist  of  sidewalks,  roadways,  lanes, 
bridges,  subways,  sewers,  and  watermains.  Land  within  the 
“street  allowances”  would  also  be  included. 

2.  Maintain  cleanliness  and  good  driving  conditions  on  the  City 
streets. 

3.  Collect  and  dispose  of  refuse. 

4.  Determine  traffic  flow  on  City  streets,  install  and  maintain 
traffic  control  equipment  and  signs,  and  co-operate  with  other 
groups  on  methods  of  improving  the  flow  of  traffic. 

5.  Develop  land  surveys  for  the  acquisition  and  disposal  of  City 
property  and  technical  surveys  for  design  of  public  facilities. 

6.  Supply  and  maintain  vehicles  and  major  equipment  for  all 
City  departments. 

The  plan  of  organization  which  we  recommend  for  the  enlarged 
Public  Works  Department  is  set  out  in  chart  form  on  the  following 
page. 

Establishing  the  Streets  Department  as  a  division  of  the  Public 
Works  Department  should  result  in  more  efficient  and  economical 
utilization  of  labour  and  equipment.  It  would  also  make  possible  the 
combining  of  certain  district  facilities  such  as  buildings  and  yards 
for  more  effective  use  of  these  facilities.  Including  the  present  Survey¬ 
ing  Division  in  the  Public  Works  Department  should  result  in  certain 
of  the  work  required  in  the  design  and  construction  stages  of  projects 
being  effectively  co-ordinated.  Because  it  is  advantageous  for  the 
Traffic  Department  to  work  closely  with  other  groups  on  roadway 
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design  and  use,  we  have  included  it  in  the  Public  Works  Department. 
However,  consideration  might  be  given  to  transferring  traffic  engin¬ 
eering  activities  to  the  Metropolitan  organization  since  these  activities 
relate  to  and  affect  overall  traffic  flow  within  the  Metropolitan  area. 
In  any  event  it  will  be  essential  to  establish  full  co-ordination  of  the 
various  bodies  regulating  traffic  within,  and  adjacent  to,  the  Metro¬ 
politan  area. 

We  propose  that  some  of  the  activities  within  the  enlarged  Public 
Works  Department  be  regrouped  by  establishing  an  Engineering  Divi¬ 
sion,  a  Surveying  Division,  an  Operations  Division  and  an  Equipment 
Division. 

The  Engineering  Division  would  be  responsible  mainly  for  develop¬ 
ing  designs,  plans  and  specifications  of  projects,  and  inspecting  the 
projects  during  the  construction  stage.  The  Surveying  Division  would 
be  responsible  for  all  surveys  required  for  the  design  and  inspection 
of  projects  and  for  the  land  surveys  preceding  land  acquisition  by  the 
City.  The  Operations  Division  would  be  responsible  for  all  work  in 
connection  with  the  construction  by  City  forces  of  public  facilities 
and  for  maintaining  and  patrolling  those  facilities.  This  division  would 
be  responsible  for  all  maintenance  shops  required  for  repairing  such 
items  as  hydrants  and  meters  and  minor  equipment  used  in  con¬ 
struction  activities.  The  Equipment  Division  would  be  responsible 
in  some  cases  for  initiating,  and  in  all  cases  for  approving  the  purchase 
of  all  vehicles  and  major  equipment.  It  would  be  responsible  for  main¬ 
taining  this  equipment  and  ensuring  its  effective  usage. 

This  organization  is  designed  to  bring  similar  functions  together 
in  one  group.  This  would  result  in  closely  defined  areas  of  responsi¬ 
bility  and  a  better  opportunity  for  broad  training  of  personnel  and 
economical  use  of  highly  trained  individuals.  It  would  make  possible 
the  logical  flow  of  work  in  processing  a  project.  It  would  also  reduce 
the  overlapping  and  duplication  of  responsibility. 

By  establishing  an  Equipment  Division  and  a  single  Shops  Section 
in  the  Operations  Division  it  would  be  possible  to  employ  highly 
capable  administrators  in  charge  of  each  of  these  two  groups.  Par¬ 
ticularly  in  the  case  of  the  Equipment  Division,  the  person  in  charge 
should  be  capable  of  establishing  policies  which  would  result  in  stand¬ 
ardized  and  efficient  maintenance  procedures  and  methods.  Policies 
would  also  be  developed  to  ensure  the  best  use  of  shop  facilities, 
vehicles  and  major  pieces  of  equipment,  as  well  as  to  ensure  that 
economical  specifications  were  developed  for  the  purchase  of  equipment 
and  supplies. 

It  is  most  essential  that  a  long  term  program  be  developed  for 
the  activities  of  the  department.  The  size  of  the  work  force  and  the 
funds  required  should  be  related  to  this  program.  Time  schedules 
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should  be  drawn  up  to  control  and  co-ordinate  all  phases  of  work 
carried  out  by  the  department.  Improvements  should  be  made  in  the 
methods  to  control  costs  on  department  work. 

To  carry  out  the  above  work  we  propose  that  a  Planning  and 
Control  Division  be  established.  The  establishment  of  such  a  division 
would  result  in  the  more  effective  processing  of  projects  through  the 
department.  The  work  of  maintaining  project  records,  analysing  cost 
reports,  and  carrying  out  the  necessary  departmental  work  in  con¬ 
nection  with  personnel  would  be  more  easily  controlled  with  this 
work  centralized  in  a  Planning  and  Control  Division.  The  Division 
would  also  provide  a  central  source  of  information  for  City  officials 
and  the  general  public  in  reference  to  the  projects  undertaken  by 
the  Department. 

To  take  full  advantage  of  the  possible  savings  brought  about  by 
the  proposed  organization,  we  recommend  that  a  complete  and  detailed 
study  be  made  of  methods  and  procedures  used  to  record  and  transmit 
information  in  the  Public  Works  Department.  Our  analysis  indicated 
that  such  a  study  would  result  in  substantial  savings,  possibly  of  the 
order  of  $30,000  to  $50,000  per  year.  We  have  included  in  our  report 
certain  proposed  improvements  and  suggestions  of  areas  where  further 
improvements  could  be  made,  which  would  assist  in  the  implementa¬ 
tion  of  this  methods  and  procedures  study.  The  study  should  be 
undertaken  as  soon  as  possible  with  assistance  from  the  Organization 
and  Methods  Division  of  the  Personnel  Services  Department. 

The  following  section  outlines  our  detailed  recommendations  of 
organization  and  methods  as  they  apply  to  the  divisions  of  the  Public 
Works  Department,  under  the  following  headings: 

Planning  and  Control  Division 
Engineering  Division 
Surveying  Division 
Operations  Division 
Streets  Division 
Equipment  Division 
Traffic  Division 
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ENGINEERING  DIVISION. 

We  propose  the  establishment  of  an  Engineering  Division  in  the 
Public  Works  Department.  In  this  division  would  be  centralized  all 
engineering  work  of  design,  draughting  and  contract  supervision  now 
being  carried  out  within  each  of  the  existing  sections  of  the  Works 
Department.  The  Engineering  Division  would  be  supervised  by  the 
Director  of  Engineering  who  would  be  responsible  to  the  Commissioner 
of  Public  Works  for  the  following: 

1.  Design  of  all  public  facilities  such  as  streets,  lanes,  sewers, 
watermains  and  bridges; 

2.  Design  of  incinerators  and  other  plants  required  by  the  Depart¬ 
ment; 

3.  Supervision  of  the  construction  of  these  public  facilities  and 
plants; 

4.  Negotiation  with  the  Railways  and  with  the  Board  of  Transport 
Commissioners  on  projects  in  which  the  City  is  involved  jointly 
with  one  or  more  railways; 

5.  Regular  technical  inspection  of  bridges  and  subways; 

6.  Operation  of  the  Test  Laboratory; 

7.  Supply  of  draughting  services  for  engineering  design  and  for 
survey  requirements; 

8.  Maintenance  of  plans  required  both  by  the  City  and  by  the 
Public  Utilities  Co-ordinating  Committee; 

Reasons  for  Consolidation  of  Engineering  Activities. 

The  consolidation  of  the  various  phases  of  design,  preparation  of 
plans  and  specifications  and  contract  inspection  on  projects  would  result 
in  better  co-ordination  of  work  and  would  also  facilitate  scheduling  and 
time  control  of  the  projects  being  processed  by  the  Department. 

The  present  decentralization  of  engineering  activities  results  in 
professional  engineers  being  employed  on  non-technical  and  even  cleri¬ 
cal  work.  While  this  situation  cannot  be  completely  avoided  the  cen¬ 
tralizing  of  engineering  activities  would  provide  a  greater  opportunity 
to  employ  engineers  for  engineering  work.  Non-technical  and  clerical 
work  would  be  performed  by  employees  with  a  lesser  degree  of  technical 
training.  This  is  of  urgent  importance  in  view  of  the  increasing  difficulty 
of  obtaining  qualified  engineers. 

A  consolidated  Engineering  Division  would  offer  engineers  an 
opportunity  to  work  on  a  wide  variety  of  designs  and  on  construction 
supervision.  Although  senior  specialists  would  be  needed  to  supervise 
these  activities,  there  would  be  considerable  scope  for  transferring  men 
from  one  type  of  work  to  another.  This  would  permit  the  introduction 
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of  a  systematic  training  program  for  the  development  of  the  engineers 
and  would  also  provide  a  method  of  dealing  with  peak  loads  on  a  specific 
phase  of  work.  Being  able  to  offer  broad  experience  should  assist 
in  acquiring  engineers. 

The  proposed  plan  of  organization  for  the  Engineering  Division  is 
shown  in  chart  form  on  the  opposite  page.  The  following  section  of  the 
report  deals  with  the  activities  of  the  sections  of  this  division  under 
the  following: 

Design  Section 

Contract  Inspection  Section 

Test  Laboratory 

Draughting  Section 

Clerical  Section 

DESIGN  SECTION. 

The  Design  Supervisor  would  be  responsible  to  the  Director  of 
Engineering  for  the  following  activities: 

1.  The  design  and  development  of  plans  and  specifications  of  pub¬ 
lic  facilities  and  the  overall  direction  of  the  design  if  it  is  done 
by  outside  Engineering  Consultants; 

2.  Development  of  cost  estimates  for  proposed  projects; 

3.  Obtaining  of  soil  tests  where  necessary; 

4.  Contact  and  negotiation  with  the  Railways  and  the  Board 
of  Transport  Commissioners; 

5.  Inspection  of  steel  and  concrete  structures; 

Design 

The  prime  responsibility  of  this  section  would  be  to  furnish  designs, 
plans  and  specifications  for  all  public  facilities  to  be  constructed  in  the 
City.  The  section  would  have  available  senior  design  engineers  who 
would  be  specialists  in  the  design  of  sewers,  roads,  watermains,  bridges, 
etc.  They  would  be  capable  of  assuming  the  responsibility  for  the 
design  of  these  various  projects.  There  also  would  be  available  junior 
design  engineers  who  would  work  under  the  direction  of  the  specialists 
and  would  be  transferred  from  one  type  of  design  to  another  as  dictated 
by  the  work  load. 

Cost  Estimates. 

Cost  estimating  would  be  part  of  the  design  function  and  the  calcu¬ 
lation  of  quantities  would  normally  be  made  by  a  design  engineer. 
However,  we  propose  that  the  clerical  work  of  extending  the  estimates 
into  dollars  would  be  done  by  the  Clerical  Section  who  would  be  supplied 
with  unit  costs  by  the  Design  Section. 
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Soil  Tests. 

It  would  be  the  responsibility  of  the  Design  Section  to  have  soil 
tests  made  where  the  nature  of  the  proposed  structure  or  its  location 
indicated  that  tests  were  necessary. 

Railway  Negotiations. 

It  is  necessary  for  the  Public  Works  Department  to  work  closely 
with  the  Railways  on  the  design  of  bridges  and  subways  within  the 
City  where  the  railways  are  affected.  Also  it  is  necessary  for  the 
Department  to  carry  out  negotiations  with  the  Railways  and  the  Board 
of  Transport  Commissioners  on  the  division  of  construction  costs  and 
future  maintenance  costs. 

We  propose  that  this  be  a  responsibility  of  the  Engineering  Division 
and  that  the  City’s  portion  of  the  engineering  work  would  be  done  by 
the  Design  Section. 

We  also  propose  that  on  matters  of  level  crossing  maintenance,  the 
Operations  Division  would  work  through  the  individual  in  the  Design 
Section  responsible  for  railways  contact. 

Structural  Inspection. 

The  Design  Section  would  be  responsible  for  regular  inspections  of 
the  structural  strength  of  steel  and  concrete  structures.  At  the  time 
a  bridge  or  subway  was  designed,  the  design  engineer  would  develop 
a  schedule  of  technical  inspection  which  would  be  carried  out  by  the 
inspection  staff  throughout  the  life  of  the  structure  to  ensure  that 
it  remains  safe.  The  actual  work  of  calipering  and  otherwise  checking 
the  soundness  of  the  critical  points  of  structures  would  be  done  by  two 
or  three  technical  inspectors  reporting  to  an  Inspection  Engineer. 
Among  his  other  duties  the  Inspection  Engineer  would  make  the  stress 
analysis  necessary  for  the  detection  of  structural  weaknesses. 

CONTRACT  INSPECTION  SECTION. 

The  Contract  Inspection  Supervisor  would  be  responsible  to  the 
Director  of  Engineering  for  the  following: 

1.  Maintenance  and  supervision  of  a  staff  of  qualified  inspectors; 

2.  Co-operation  with  the  Planning  and  Control  Division  on  the 
scheduling  and  progress  reporting  of  projects; 

3.  Liaison  with  the  Public  Utilities  on  the  detailed  timing  of  work 
to  be  carried  out  by  their  forces; 

4.  Assurance  that  materials  used  on  projects  meet  City  specifica¬ 
tions; 

5.  Inspection  of  all  work  by  contractors  to  ensure  that  the  work 
meets  design  specification  and  that  it  is  carried  out  within  the 
time  limits  specified  in  the  project  schedule; 
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6.  Initiation  of  requests  for  approval  from  the  Design  Section  of 
extras  and  on-the-job  changes  in  design; 

7.  Approval  of  contractor’s  charges  and  the  initiation  of  progress 
and  final  payment  certificates; 

8.  Supply  of  information  to  the  Design  Section  when  requested  as 
to  the  qualifications  of  contractors; 

9.  Negotiation  with  the  contractors  when  repairs  are  required 
on  work  still  under  guarantee; 

Centralizing  all  contract  inspection  with  one  section  would  not 
materially  affect  the  present  methods  of  carrying  out  this  work.  How¬ 
ever,  several  of  the  proposed  functions  outlined  above  result  in  recom¬ 
mended  changes  to  current  practice  which  are  discussed  below. 

Contract  Procedure, 

The  following  changes  are  proposed  in  connection  with  contract 
procedures: 

1.  The  Contract  Inspection  Section  would  obtain  approval  from  the 
Design  Section  for  all  extras  and  major  on-the-job  changes 
and  issue  a  special  report  on  these  matters  at  the  completion 
of  each  project.  In  the  case  of  Local  Improvements  a  complete 
description  of  all  extras  should  be  listed  by  the  section  to  facili¬ 
tate  the  processing  of  the  Local  Improvement  through  the 
final  stage  of  cost  allocation  for  tax  purposes. 

2.  Consideration  should  be  given  to  releasing  the  hold-back  when 
the  final  payment  certificate  is  approved  and  to  reducing  the 
guarantee  period  from  five  years  to  three  years  and  possibly 
one  year.  The  severe  contract  conditions  now  in  force  are  no 
longer  usual  in  the  construction  industry. 

3.  In  all  cases  of  progress  payments  and  final  payments,  either 
an  invoice  or  a  signed  statement  would  be  obtained  from  the 
contractor  signifying  not  only  that  the  work  has  been  performed 
to  comply  with  the  Fair  Wage  regulations,  but  also  that  the 
contractor  has  completed  the  work  for  which  the  payment  is 
to  be  made. 

4.  A  new  procedure  should  be  developed  for  making  progress  and 
final  payments  on  contracts.  This  new  procedure  should  be 
designed  to  reduce  the  present  lengthy  delay  between  submis¬ 
sion  of  the  contractor’s  invoice  and  payment  to  the  contractor. 

5.  Some  sections  now  make  photographs  of  any  structures  on 
or  near  the  site  of  construction  to  avoid  later  damage  claims. 
We  recommend  that  this  practice  be  encouraged. 

Contract  Control. 

The  following  procedures  are  recommended  in  connection  with  the 
control  of  contracts. 
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1.  Contractors  would  be  required  to  submit  a  schedule  of  work 
before  the  contract  work  commences.  This  schedule  would 
become  part  of  the  executed  contract  and  penalty  clauses  con¬ 
cerning  failure  to  commence  and  complete  contracts  on  schedule 
would  be  invoked. 

2.  The  Contract  Inspection  Section  would  issue  reports  not  only 
on  the  start  and  completion  dates  of  phases  of  construction,  but 
also  on  the  percentage  completion  of  projects.  The  Planning 
and  Control  Division  would  relate  these  reports  to  scheduled 
times,  and  estimated  and  actual  costs  in  order  to  provide  a 
comprehensive  report  for  cost  control  purposes. 

TEST  LABORATORY. 

The  operation  of  the  Test  Laboratory  would  be  under  the  Test 
Laboratory  Supervisor  who  would  be  responsible  to  the  Director  of 
Engineering.  The  activities  of  the  Test  Laboratory  would  be  similar 
to  those  now  being  carried  out  in  supplying  services  to  the  Public  Works 
Department,  to  other  City  departments  and  to  the  departments  of  the 
Municipality  of  Metropolitan  Toronto. 

DRAUGHTING  SECTION. 

The  Draughting  Supervisor  would  be  responsible  to  the  Director 
of  Engineering  for  the  following  activities: 

1.  Supplying  draughting  services  to  the  Design  Section; 

2.  Supplying  draughting  services  to  the  Surveying  Division; 

3.  Maintenance  of  plans  for  all  public  facilities; 

4.  Maintenance  of  plans  for  the  Public  Utilities  Co-ordinating 
Committee; 

We  recommend  that  the  draughting  activities  of  the  present  sections 
of  the  Works  Department  and  those  of  the  Surveying  Division  be  amal¬ 
gamated.  Fuller  co-ordination  of  work  would  result,  and  overlap  of 
draughting  work  for  various  phases  of  a  project  would  be  reduced. 
Scheduling  and  time  control  of  projects  would  be  facilitated. 

A  combined  Draughting  Section  would  be  able  to  deal  more  satis¬ 
factorily  with  peak  loads  on  particular  phases  of  their  activities,  and 
the  use  of  more  specialized  draughting  equipment  could  be  justified. 
In  particular,  consideration  should  be  given  to  supplying  the  Draughting 
Section  with  its  own  equipment  to  print  its  drawings. 

An  important  part  of  the  draughting  work  is  that  of  keeping  plans 
up  to  date  and  examining  proposals  put  forward  by  various  outside 
utilities  to  see  if  their  particular  projects  can  be  undertaken  without 
interfering  with  any  existing  or  contemplated  arrangement  of  the  City’s 
facilities.  This  work  would  be  greatly  facilitated  by  having  one  cen- 
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tral  Draughting  Section  for  all  types  of  work  including  that  done  by  the 
special  draughtsmen  of  the  Public  Utilities  Co-ordinating  Committee. 

The  Draughting  Section  of  the  Surveying  Division  now  makes  some 
five  different  drawings  on  each  project  involving  land  acquisition  and 
construction.  The  drawings  cover  the  same  area  but  include  different 
information  and  are  drawn  to  different  scales.  To  reduce  the  draught¬ 
ing  time  required,  we  suggest  that  consideration  be  given  to  making 
one  basic  drawing  for  different  purposes  by: 

1.  Using  a  combination  of  pencil  and  ink  on  the  tracing  to  make 
possible  the  reproduction  of  only  part  of  the  information  shown. 

2.  Using  title  blocks  and  other  headings  on  the  prints  instead  of 
on  the  tracings. 

3.  Using  photographic  reproduction  to  reduce  drawings  to  required 
scales. 

4.  Making  drawings  only  to  the  accuracy  required  for  end  use. 

5.  Using  ink  and  linen  only  where  permanent  records  are  required, 
and  using  pencil  tracings  for  working  drawings. 

CLERICAL  SECTION. 

The  Clerical  Supervisor  would  be  responsible  to  the  Director  of 
Engineering  for  the  following  activities: 

1.  Preparation  of  time  sheets  for  the  staff  of  the  Engineering  Divi¬ 
sion; 

2.  Completion  of  internal  work  schedules  based  on  the  master 
schedule  drawn  up  by  the  Planning  and  Control  Division  for  the 
detailed  time  control  of  projects; 

3.  Application  of  unit  costs  to  material  quantity  estimates  and 
the  drawing  up  of  the  final  project  cost  estimates; 

4.  Supply  of  general  clerical  service  for  the  Division; 

The  primary  function  of  the  Clerical  Section  as  described  in  the 
above  list  of  duties  is  to  relieve  the  technical  personnel  of  as  much 
clerical  work  as  possible. 
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OPERATIONS  DIVISION. 

We  propose  that  an  Operations  Division  be  established  in  the  Public 
Works  Department  in  which  would  be  combined  the  inspection,  patrol, 
maintenance  and  construction  of  public  facilities  now  being  carried 
out  by  the  individual  sections  of  the  Department.  This  Division  would 
be  supervised  by  a  Director  of  Operations  responsible  to  the  Commis¬ 
sioner  of  Public  Works  for  the  following  activities: 

1.  Construction,  inspection,  maintenance  and  repair  of  public  facil¬ 
ities  such  as  streets,  lanes,  sewers,  watermains,  and  bridges; 

2.  Maintenance  of  four  sewage  pumping  stations; 

3.  Connection  and  disconnection  of  private  water  services  and 
drains; 

4.  Repair  and  cleaning  of  sewers  and  water  distribution  facilities; 

5.  Operation  of  emergency  water  works  services; 

6.  Patrol  of  public  facilities  to  guard  against  unauthorized  use; 

7.  Operation  of  the  asphalt  plant; 

8.  Operation  of  a  Central  Shop. 

Reasons  for  Recommending  the  Establishment  of  a  Unified  Operations  Division. 

There  are  now  three  sections  in  the  Works  Department,  viz.:  Road¬ 
way,  Sewer  and  Water  Works  Sections  each  of  which  has  some  form  of 
organization  which  divides  the  City  into  areas.  These  areas  are  not  the 
same  for  each  section.  The  Roadway  Section  has  two  divisions  which 
are  further  divided  into  seven  districts.  The  Sewer  Section  is  divided 
into  an  east  and  a  west  division  and  the  Water  Works  Section  is  divided 
into  four  districts.  The  Water  Works  Section  also  maintains  a  central¬ 
ized  control  over  certain  duties  which  are  distributed  by  areas  without 
relationship  to  the  above,  e.g.,  hydrant  inspection  is  divided  into  six 
districts.  In  addition  to  the  above  there  is  a  fourth  section  the  Railway 
and  Bridge  Section  whose  operations  are  centralized. 

These  arrangements  result  in  two  undesirable  situations.  The  first 
and  more  obvious  is  the  duplication  of  personnel  and  facilities.  The 
second  is  the  lack  of  opportunity  to  develop  senior  administrators.  Be¬ 
cause  of  the  multiplicity  of  small  areas  of  control  there  are  almost  no 
supervisory  positions  between  what  is  actually  the  foreman  level  and 
the  senior  adminstrative  level.  As  a  result  of  the  latter  problem  the 
senior  officials  are  involved  in  handling  an  unwarranted  amount  of 
detailed  supervision. 

The  establishment  of  a  single  Operations  Division  would  go  far  to 
take  care  of  the  above  mentioned  problems  and  would  offer  further 
advantages.  One  of  these  would  be  the  opportunity  to  attain  flexibility 
and  economy  through  the  development  of  more  versatile  personnel 
both  at  the  operative  and  supervisory  levels.  It  would  permit  the 
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Division  to  cope  with  peak  loads  and  avoid  inconvenience  caused  by 
retirements  and  resignations.  It  should  be  noted  that  this  change 
would  require  an  appraisal  of  the  present  staff  with  a  view  to  the 
development  of  a  systematic  training  program. 

With  the  establishment  of  a  unified  division  we  recommend  a  re¬ 
arrangement  of  districts  and  activities  that  is  designed  to  produce 
economies  in  personnel  and  in  facilities.  An  important  element  in  this 
proposal  would  be  the  appointment  of  a  superintendent  for  each  dis¬ 
trict  who  would  be  responsible  for  the  condition  of  all  public  facilities 
within  his  District  coming  under  the  jurisdiction  of  the  Department. 

In  order  to  achieve  the  desired  results,  we  propose  that  the  Division 
be  organized  in  accordance  with  the  proposed  plan  of  organization 
which  is  shown  in  chart  form  on  the  following  page.  The  activities 
of  the  five  sections  of  the  Division  are  discussed  below  under  the 
headings: 

Operations  Section 

Project  Construction  Section 

Shops  Section 

Clerical  Section 

Asphalt  Plant  Section 

OPERATIONS  SECTION. 

This  section  would  consist  of  four  district  organizations  and  a 
Special  Section.  Regular  maintenance  of  public  facilities  would  be 
carried  out  by  the  district  organizations,  whereas  the  Special  Section 
would  do  work  which  by  its  nature  is  not  readily  subject  to  division 
between  districts.  Each  District  Organization  would  be  supervised 
by  a  District  Superintendent  who  would  be  responsible  through  the 
General  Superintendent  to  the  Director  of  Operations. 

The  four  districts  would  be  Eastern,  Western,  Northern  and  Cen¬ 
tral  respectively.  Their  boundaries  would  be  set  so  as  to  roughly 
balance  the  work  loads  among  the  districts.  Each  district  would  have 
a  central  office  for  the  District  Superintendent  and  a  minimum  of  cleri¬ 
cal  staff.  A  careful  study  of  the  various  yards  would  be  made  with 
the  purpose  of  elminating  as  many  as  possible  and  of  consolidating 
the  remainder  into  general  yards  to  be  used  by  all  crews.  Both  the 
General  Superintendent  and  the  Special  Section  Superintendent  would 
have  their  offices  in  the  downtown  area. 

The  activities  of  each  of  the  four  districts  would  be  as  follows: 

1.  Maintenance  of  the  public  facilities  coming  under  their  control; 

2.  Temporary  and  permanent  repair  of  cuts; 

3.  Connection  and  disconnection  of  private  water  services  and 
drains  and  investigation  of  relevant  complaints; 
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4.  Patrol  of  City  streets  to  report  on  the  condition  of  roads, 
sidewalks  and  level  crossings  including  observation  of  water 
leaks  and  sewer  collapse.  The  patrol  staff  would  also  report  on 
encroachments,  cut  dimensions  exceeding  specifications,  unau¬ 
thorized  cuts  and  other  damage  to  City  property. 

5.  Inspection  of  hydrants  and  weirs. 

The  Special  Section,  operating  city-wide,  would  undertake  the 
following  activities: 

1.  Supply  of  emergency  water  services  including  the  work  of  the 
despatchers  and  the  chauffeur  driver; 

2.  Inspection  for  combustible  gas; 

3.  Inspection  of  fire  services; 

4.  Cleaning  of  sewers; 

5.  Repair  of  bridges  and  subways. 

We  discuss  in  some  detail  below  the  list  of  activities  set  out  above 
for  the  districts,  and  for  the  Special  Section. 


District  Activities. 

Maintenance  of  Public  Facilities. 

We  propose  that  the  present  “Day  Labour”  staff  be  reduced  and 
that,  wherever  practicable,  maintenance  activities  be  assigned  to  the  dis¬ 
trict  forces.  Only  construction  under  an  important  contract  on  which 
the  City  was  the  lowest  bidder,  would  remain  as  a  separate  activity  in 
the  Project  Construction  Section.  This  would  result  in  transferring 
about  75%  of  the  work  to  the  districts  which  is  now  carried  out  cen¬ 
trally  and  would  result  in  an  increase  of  over  100%  in  the  maintenance 
work  of  each  district.  In  addition,  the  consolidation  of  all  phases  of 
maintenance  work  in  the  district  organization,  would  increase  the 
importance  of  the  district  operations  substantially.  Although  specializa¬ 
tion  on  the  part  of  foremen  still  would  be  required  to  some  extent,  we 
recommend  that  training  of  foremen  be  encouraged  in  all  the  main 
phases  of  maintenance  work.  This  would  provide  a  more  flexible 
staff  of  supervisors.  The  consolidation  of  all  types  of  work  and  the 
increase  in  size  of  the  districts  would  facilitate  this  training  program. 

In  our  report  on  the  proposed  Planning  and  Control  Division  we 
have  recommended  that  a  systematic  maintenance  program  be  estab¬ 
lished.  This  program  would  be  used  in  planning  for  the  most  effective 
size  of  the  maintenance  crews  to  be  made  available  to  the  districts. 
The  Planning  and  Control  Division  would  issue  schedules  to  the 
districts  designed  to  make  the  best  use  of  the  available  crews.  The 
districts  would  be  responsible  for  reporting  on  the  progress  of  their 
various  projects  to  the  Planning  and  Control  Division. 
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A  large  proportion  of  the  maintenance  work  in  the  districts  would 
be  the  repair  of  roads.  The  equipment  now  used  for  this  work  is  not 
sufficiently  portable  to  permit  its  movement  to  the  closest  department 
yard  each  night  and  over  the  week-ends.  As  a  result  it  must  be  left 
on  the  City  streets  and  since  it  can  be  tampered  with,  constant  surveil¬ 
lance  by  watchmen  is  necessary.  Therefore,  during  the  time  the  equip¬ 
ment  is  in  use  it  is  in  operation  for  five  shifts  and  is  guarded  by  watch¬ 
men  for  up  to  sixteen  shifts.  The  watchmen  do  clean  tools  but  for  only 
a  small  portion  of  their  time.  The  job  of  guarding  equipment  permits 
the  use  of  men  who  are  recovering  from  injuries  and  of  older  men  of 
long  service  with  the  Department  who  are  no  longer  capable  of  hard 
manual  labour.  However,  it  should  be  noted  that  the  cost  of  maintain¬ 
ing  watchmen  on  asphalt  paving  equipment  runs  between  $30,000  and 
$40,000  per  year. 

The  same  equipment  is  also  used  for  the  permanent  repair  of  cuts. 
Since  it  is  inconvenient  to  transport  the  equipment  from  one  cut  to 
another,  the  current  practice  for  permanent  repairs  is  to  wait  until  a 
sufficient  number  of  cuts  is  ready  for  permanent  repair  within  a  specific 
area.  As  a  result,  cuts  remain  in  temporary  repair  for  sometimes  as 
long  as  a  year.  Actually  some  70%  of  the  cuts  which  were  carried 
over  from  the  1955  operations  had  not  been  repaired  permanently  by 
August  1956. 

For  these  reasons  we  suggest  that  a  study  be  made  of  the  design  of 
asphalt  paving  equipment  to  increase  its  mobility.  Increased  mobility 
would  not  only  permit  the  movement  of  the  equipment  to  and  from 
a  Department  yard  between  operating  shifts  or  at  least  on  week-ends, 
but  it  would  permit  the  establishment  of  mobile  crews  for  permanent 
repair  of  cuts  shortly  after  the  underlying  earth  had  settled  sufficiently. 
If  equipment  must  be  left  on  City  streets  between  operating  shifts, 
then  consideration  should  be  given  to  its  redesign  to  make  it  less 
easily  damaged  by  the  public  and  provide  for  a  reduction  in  the  need 
for  guarding  in  certain  areas. 

Possible  savings  by  this  redesign  of  equipment  would  be  a  reduction 
of  the  $30,000  to  $40,000  in  watchman  costs,  and  a  reduction  in  the  costs 
of  temporary  cut  repairs,  which  although  largely  paid  for  by  the 
utility  organizations  run  about  $200,000  annually.  These  possible  sav¬ 
ings  would  justify  the  costs  of  the  design  study  and  important  altera¬ 
tions  to  the  equipment. 

Repair  of  Cuts. 

Temporary  cut  repairs  are  now  the  responsibility  of  the  districts 
whereas  permanent  cut  repairs  are  the  responsibility  of  the  Asphalt 
Plant  Branch  of  the  Roadway  Section.  We  propose  that  the  entire 
responsibility  of  maintaining  and  permanently  repairing  cuts  be 
assigned  to  the  districts. 
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We  have  discussed  suggested  changes  in  the  procedure  for  process¬ 
ing  cut  repair  costs  and  charges  in  the  section  of  our  report  dealing 
with  the  Planning  and  Control  Division.  This  proposed  procedure 
would  simplify  the  clerical  work  now  required  in  the  districts.  The 
costs  of  all  temporary  repair  of  each  type  of  cut  would  be  charged 
to  one  Job  Order  instead  of  being  recorded  separately  on  each  cut. 

Connection  and  Disconnection  of  Water  Services  and  Drains. 

Each  district  would  be  responsible  for  the  connection  of  private 
water  services  and  drains  within  its  own  boundaries.  In  order  to  do 
this  and  to  attend  also  to  complaints  as  to  water  and  sewer  services, 
leaks,  etc.,  it  would  be  necessary  for  each  district  to  maintain  a  service 
truck  with  a  competent  crew.  This  would  obviate  the  need  for  the 
service  truck  now  operated  by  the  Water  Works  Section. 

Water  service  now  requires  considerable  clerical  work  in  each  of 
the  districts.  This  work  would  be  reduced  under  the  proposal  discussed 
earlier  in  the  section  of  our  report  dealing  with  the  Permit  Section 
of  the  Planning  and  Control  Division.  The  proposal  relates  to  simplifi¬ 
cation  in  the  issuing  of  applications  and  the  recording  of  costs. 

Patrol  of  City  Streets. 

City  streets  are  now  inspected  by  patrolmen  attached  to  each  of 
the  seven  yards  of  the  Roadway  Section.  The  main  duty  of  these  men 
is  to  report  on  unauthorized  cuts,  encroachments  and  other  unauthor¬ 
ized  use  of  City  property.  They  also  report  on  damage  to  City  property 
by  private  individuals.  They  check  actual  cuts  against  applications  for 
cut  permits  and  report  on  location  and  dimensions  of  cuts. 

We  propose  that  the  duties  of  the  patrolmen  be  enlarged  to  include 
patrolling  activities  now  carried  out  by  other  sections  of  the  Works 
Department.  These  would  include  reporting  signs  of  water  leaks,  sewer 
collapse  and  deterioration  of  the  surfaces  of  roads  and  sidewalks  on 
bridges  and  in  subways.  They  would  also  report  on  unsatisfactory 
conditions  of  level  crossings.  Contact  with  the  railways  to  arrange 
repair  however  would  be  made  through  one  person  assigned  to  this 
duty  in  the  Engineering  Division. 

The  expanded  duties  of  the  patrolmen  might  require  additions  to  the 
patrol  crew  in  each  district.  However,  overall  economies  would  result 
from  enlarging  the  patrol  duties,  since  overlapping  on  special  patrolling 
operations  would  be  eliminated. 

The  patrolmen  in  each  district  would  report  to  a  senior  patrolman 
who  would  organize  the  patrol  routes  and  supervise  patrol  activities. 
The  senior  patrolman  would  also  patrol  an  area  of  City  streets. 
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Inspection  of  Hydrants  and  Weirs. 

Hydrant  inspection  is  now  organized  on  the  basis  of  six  districts 
and  controlled  by  the  Water  Works  machine  shop.  We  propose  that 
this  activity  be  made  a  responsibility  of  the  districts  and  that  the 
inspection  routes  be  established  accordingly.  Weir  inspection  now 
carried  out  by  the  Sewer  Section  would  be  made  the  responsibility 
of  the  districts.  Hydrants  would  be  installed,  and  removed  and  re¬ 
paired  by  the  Shops  Section.  This  work  is  now  done  by  the  Water 
Works  machine  shop. 

Special  Section  Activities. 

The  activities  of  the  Special  Section  are  discussed  below.  This  section 
would  be  responsible  for  activities  which  cannot  be  logically  assigned 
to  the  districts  because  of  their  special  nature  or  because  the  work 
involved  would  not  be  large  enough  to  warrant  having  four  separate 
crews  to  service  the  City  area. 

Supply  of  Emergency  Water  Services. 

A  despatcher  is  on  continuous  duty  to  take  telephone  calls  and 
arrange  emergency  services  as  a  responsibility  of  the  Water  Works 
Section.  We  propose  that  the  Special  Section  would  assume  this  duty 
for  the  Public  Works  Department  and  that  all  emergency  calls  would 
be  channeled  through  the  despatcher.  He  would  arrange  for  the  supply 
of  all  emergency  services.  In  the  case  of  water  services,  this  would 
include  the  light  emergency  truck,  a  general  truck  and  a  chauffeur 
driven  car  to  pick  up  additional  personnel  and  to  visit  fires  to  take 
water  pressure. 

Inspection  for  Combustible  Gas. 

A  combustible  gas  inspector  is  now  available  to  take  appropriate 
action  in  the  event  of  gasoline  spillage  or  similar  emergencies.  In 
addition,  he  makes  other  combustible  gas  inspection  in  sewers.  He 
would  be  responsible  to  the  Special  Section  Superintendent  but  would 
be  on  call  from  the  four  districts. 

Inspection  of  Fire  Services. 

The  inspection  of  pipes  within  buildings  to  ensure  that  regular 
water  supply  pipes  have  not  been  attached  to  special  fire  service  pipes 
is  now  being  carried  out  by  two  men  from  the  Water  Works  Section. 
We  propose  that  this  responsibility  be  assigned  to  the  Special  Section. 

Cleaning  of  Sewers. 

The  cleaning  of  sewers  is  done  by  a  single  work  force  of  several 
machines  and  crews  under  one  foreman,  operating  as  a  team  and 
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moving  as  a  group  on  a  planned  route  through  the  City.  Although 
we  propose  that  certain  other  sewer  operations  be  assigned  to  district 
forces,  the  sewer  cleaning  operation  would  be  assigned  to  the  Special 
Section  since  its  operations  are  city-wide. 

Repair  of  Bridges  and  Subways. 

The  Department  now  employs  a  group  of  specialists  whose  work 
is  almost  entirely  confined  to  maintenance  repairs  on  bridges  and 
subways.  Since  this  work  takes  place  at  considerable  heights  it  requires 
special  scaffolding  and  rigging. 

Because  of  the  special  nature  of  the  work  and  the  equipment  and 
the  fact  that  the  crew  now  operates  throughout  the  City  we  propose 
that  this  activity  be  attached  to  the  Special  Section  of  the  Operations 
Division.  It  would  be  essential  that  close  liaison  be  maintained  between 
this  group  and  the  structure  inspection  staff  of  the  Design  Section  of 
the  Engineering  Division. 

PROJECT  CONSTRUCTION  SECTION. 

The  Project  Construction  Section  would  be  supervised  by  the  Project 
Construction  Superintendent  who  would  be  responsible  to  the  Director 
of  Operations  for  the  following  activities: 

1.  Construction  of  special  and  small  projects  of  a  type  not 
normally  let  by  contract  and  yet  beyond  the  capacity  of  the 
district  forces; 

2.  Construction  of  large  projects  comparable  in  size  to  work  done 
by  outside  contractors  for  the  City; 

3.  Approval  of  all  bids  submitted  by  the  Public  Works  Depart¬ 
ment  on  construction  tenders. 

These  activities  are  discussed  below. 

Construction  of  Special  and  Small  Projects. 

Work  on  projects  for  the  Roadway  Section  of  the  Works  Depart¬ 
ment  is  now  carried  out  by  contractors,  by  district  forces  and  by  the 
Day  Labour  Branch.  A  breakdown  of  the  dollar  value  of  this  work 


performed  in  1955  is  as  follows: 

Work  done  by  Contractors  .  $2,682,000  58% 

Work  done  on  major  projects  by  the  Day 

Labour  Branch  .  247,000  5 

Work  done  on  special  and  minor  projects  by  the 

Day  Labour  Branch  .  1,034,000  23 

Work  done  on  minor  projects  by  district  forces  617,000  14 


$4,580,000 


100% 
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The  work  carried  out  on  special  and  small  projects  by  the  Day 
Labour  Branch  includes  such  items  as  repaving  for  the  Toronto  Transit 
Commission,  work  of  a  rush  nature  where  time  is  not  available  to 
obtain  bids  from  contractors,  and  small  projects  not  large  enough  to 
interest  outside  contractors.  We  have  proposed  above  that  about  75% 
of  this  type  of  work  be  undertaken  by  the  district  forces.  The  remainder, 
amounting  to  about  $250,000  in  value,  would  be  undertaken  by  the 
Project  Construction  Section.  Less  extensive  but  comparable  work  now 
carried  out  in  other  sections  of  the  Works  Department  would  be  appor¬ 
tioned  in  the  same  way. 

Construction  of  Large  Projects. 

It  has  been  a  sound  custom  for  the  City  to  bid  on  all  tenders  for 
contract  work.  This  has  several  purposes  all  contributing  to  the  main 
one  of  ensuring  that  reasonable  prices  are  charged  by  outside  con¬ 
tractors.  In  order  to  achieve  this  purpose  it  is  clear  that  the  City  must 
also  undertake  a  certain  proportion  of  the  contract  work,  otherwise  the 
bids  it  makes  would  have  little  real  significance.  It  must  have  constant 
experience  in  order  to  be  able  to  bid  and  to  work  within  its  estimates, 
as  well  as  to  make  comparisons  with  work  done  by  others.  Also  it 
must  be  able  to  maintain  a  staff  of  qualified  supervisors  on  an  econom¬ 
ical  basis. 

It  is  thought  in  the  Department  that  by  undertaking  about  10%  of 
the  contract  work  the  Department  achieves  these  purposes.  We  concur 
in  this  thinking  and  suggest  that  the  ratio  be  used  as  a  rough  guide  to 
all  contract  work  assumed  by  the  Project  Construction  Section.  To 
operate  under  this  policy  a  City  bid  in  excess  of  a  bid  from  an  outside 
contractor  could  not  be  rejected  automatically.  The  City  must  reserve 
the  right  to  allocate  some  work  to  its  own  forces  in  order  to  maintain 
an  effective  position.  However,  the  acceptance  of  a  City  tender  would 
in  no  case  be  determined  in  advance  of  the  opening  of  all  tenders. 

Approval  of  Bids. 

The  Superintendent  of  the  Project  Construction  Section  would  be 
required  to  carry  out  work  at  a  cost  equal  to  or  lower  than  the  price 
submitted  in  the  tender  made  by  the  Engineering  Division.  Therefore, 
it  would  be  desirable  not  only  that  he  and  the  foreman  receive  cost 
reports,  but  also  that  the  Superintendent  have  an  opportunity  to 
approve  all  tenders. 

An  accurate  cost  study  would  be  made  regularly  to  ensure  that  the 
costs  used  for  bidding  purposes,  were  those  directly  attributable  to 
the  operations  of  the  Project  Construction  Section.  It  is  most  important 
that  such  costs  include  an  adequate  allocation  of  all  proper  overheads. 
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SHOPS  SECTION. 

We  propose  that  all  machine  shop  activities  be  consolidated  in  the 
Shops  Section  of  the  Public  Works  Department.  The  Shops  Super¬ 
intendent  would  be  responsible  to  the  Director  of  Operations  for  the 
following  activities: 

1.  Repair  of  minor  equipment  used  by  the  Public  Works  Depart¬ 
ment; 

2.  Supply  of  machine  shop  services  to  other  City  departments; 

3.  Installation,  removal  and  repair  of  hydrants; 

4.  Inspection,  testing  and  repair  of  water  meters; 

5.  Operation  of  four  sewage  pumping  stations. 

There  are  now  two  principal  machine  shops  in  the  Works  Depart¬ 
ment.  At  511  Richmond  Street  West  there  is  a  machine  shop  in  which 
both  general  machine  shop  work  and  hydrant  and  meter  repairs  are 
carried  out.  The  second  machine  shop,  located  at  the  Asphalt  Plant, 
does  repair  work  for  the  Roadway  Section.  There  are  also  machine 
shop  operations  located  in  two  other  City  departments. 

We  propose  that  the  operations  of  these  shops  be  consolidated 
under  one  supervisor  and,  where  physically  practicable,  housed  in  one 
central  building.  This  consolidation  would  make  it  possible  to  employ 
a  superintendent  thoroughly  familiar  with  the  administration  of  shop 
activities.  He  would  be  responsible  for  making  the  best  use  of  equip¬ 
ment  and  personnel  and  for  ensuring  the  shop  operations  were  carried 
out  efficiently.  Consolidation  of  the  shops  would  result  in  standard 
methods  being  used  and  would  make  possible  the  establishment  of 
a  sound  cost  control  system. 

The  staff  would  be  specialists  in  machine-shop  work  and  the  shop 
operation  would  not  be  used  as  “fill-in”  work  to  absorb  excess  personnel 
from  other  sections  of  the  Operations  Division. 

The  need  for  a  carpenter  shop  in  the  Public  Works  Department 
to  perform  repair  work  is  quite  limited.  Most  of  the  carpentering 
requirements  of  the  Department  are  of  a  type  that  could  be  done  on  a 
requisition  basis  by  an  outside  carpenter  shop.  We  have  recommended 
in  our  report  on  the  Parks  and  Property  Department  that  all  carpentry 
operations  be  consolidated  in  the  shops  of  the  Maintenance  Division  of 
the  Department.  This  division  would  then  supply  carpentry  services 
on  the  basis  of  Work  Orders  as  required  by  the  Public  Works 
Department. 
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Activities  of  the  Shops  Section. 

Repair  of  Small  Equipment. 

The  Shops  Section  would  repair  all  small  equipment  such  as  tools, 
asphalt  burners  and  tool  boxes  and  such  other  equipment  as  valves 
and  pipe  fittings.  The  section  would  have  an  advisory  responsibility 
over  the  maintenance  of  the  Asphalt  Plant  and  the  incinerators  of  the 
Streets  Division  and  would  make  more  important  repairs  on  this  plant 
equipment.  It  would  also  make  important  repairs  on  the  concrete 
mixing  equipment. 

However,  repairs  and  maintenance  of  large  equipment  and  vehicles 
would  be  the  responsibility  of  the  Equipment  Division  of  the  Public 
Works  Department  as  recommended  in  the  section  of  our  report  dealing 
with  that  Division. 

The  work  of  the  valve  pattern  maker  in  the  Water  Works  Section 
has  decreased  to  the  point  where  he  now  performs  chiefly  an  inspection 
and  storekeeping  function.  Consideration  should  be  given  to  having 
pattern  storage  made  a  responsibility  of  the  general  shop  stores  and 
having  pattern  work  handled  by  outside  suppliers. 

Provision  of  Machine  Shop  Services  to  Other  City  Departments, 

We  have  proposed  that  all  machine  shop  facilities  in  the  City 
administration  be  consolidated  in  the  Shops  Section.  Although  most 
of  the  work  of  the  section  will  be  for  the  Public  Works  Department 
other  departments  will  also  require  its  services  to  some  extent. 

Accordingly  a  Work  Order  System  would  be  required,  so  that  the 
Shops  Section  could  carry  out  the  necessary  work  for  the  other  depart¬ 
ments  on  request. 

Installation,  Removal  and  Repair  of  Hydrants. 

All  work  in  connection  with  hydrants  is  now  performed  by  the 
Water  Works  machine  shop.  We  have  proposed  that  the  inspection  of 
hydrants  be  assigned  to  the  four  districts.  However  the  Shops  Section 
would  maintain  city-wide  crews  and  specially  equipped  trucks  to  install 
and  remove  hydrants.  These  crews  would  also  thaw  and  “unplug” 
hydrants  and,  where  possible,  make  on  the  spot  repairs. 

The  Shops  Section  would  receive  requests  for  work  on  hydrants 
from  the  districts. 

Inspection,  Testing  and  Repair  of  Water  Meters. 

The  inspection,  testing  and  repair  of  water  meters  requires  a  fairly 
high  degree  of  specialization  of  knowledge  and  equipment.  Therefore 
it  would  be  desirable  to  have  the  complete  responsibility  for  water 
meters  under  the  Shops  Section  where  specialists  would  be  available. 
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Operation  of  the  Four  Sewage  Pumping  Stations. 

The  operation  of  four  sewage  pumping  stations  is  now  the  responsi¬ 
bility  of  the  Sewer  Section.  We  propose  that  this  activity  be  assigned 
to  the  Shops  Section  since  the  operation  of  these  stations  is  mainly  one 
of  maintenance  and  repair. 

The  pumping  stations  operate  adjacent  to  Metropolitan  interceptors 
and  pump  the  sewage  from  the  City  collecting  system  into  the  inter¬ 
ceptors.  We  suggest  that  since  these  stations  are  closely  associated 
with  Metropolitan  facilities,  consideration  be  given  to  having  the 
Metropolitan  organization  taking  over  their  operation. 

CLERICAL  SECTION. 

The  Clerical  Supervisor  would  be  responsible  to  the  Director  of 
Operations  for  the  following  functions: 

1.  Directing  the  clerical  staff  and  supervising  the  methods  and 
procedures  in  effect. 

2.  Completion  of  internal  work  schedules  which  would  be  based 
on  the  master  schedule  drawn  up  by  the  Planning  and  Control 
Division. 

3.  Developing  the  detailed  time  control  records  of  the  projects. 

ASPHALT  PLANT  SECTION. 

The  Asphalt  Plant  now  supplies  asphaltic  material  for  all  work 
performed  on  roads  by  City  forces.  The  plant  was  constructed  some 
30  years  ago  and  although  improvements  have  been  made  to  the  equip¬ 
ment,  it  is  unlikely  that  the  plant  is  as  efficient  as  more  modern  installa¬ 
tions. 

We  recommend  that  a  study  be  made  of  the  relative  cost  to  the 
City  of  manufacturing  its  own  asphaltic  material  as  against  obtaining  it 
from  the  many  suppliers  now  operating  in  the  Toronto  area.  Such 
study  also  would  include  the  determination  of  an  economical  size  of 
plant  to  supply  asphalt  for  City  work.  The  plant  size  should  be  related 
to  the  requirements  of  the  long-term  maintenance  and  new  construction 
program  of  the  City  as  well  as  the  portion  of  this  program  that  would 
be  undertaken  by  the  Department. 

If  it  were  decided  to  continue  the  operation  of  an  Asphalt  Plant,  we 
propose  that  an  Asphalt  Plant  Section  be  established.  Its  Superinten¬ 
dent  would  be  responsible  to  the  Director  of  Operations  for  the  supply 
of  asphaltic  materials  to  all  districts  and  to  the  Project  Construction 
Section. 

One  of  his  first  responsibilities  would  be  a  review  of  the  possibilities 
of  improving  the  efficiency  of  the  plant  through  changes  such  as  the 
bulk  handling  of  incoming  stone  dust. 
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PLANNING  AND  CONTROL  DIVISION. 

A  Public  Works  Department,  particularly  in  a  large  city,  is  respon¬ 
sible  for  a  wide  variety  of  work.  A  large  portion  of  this  work  requires 
a  great  deal  of  liaison  and  co-operation  not  only  with  several  depart¬ 
ments  of  the  City  administration,  but  also  with  outside  agencies  and 
the  general  public.  The  proper  control  of  this  variety  and  complexity 
of  work  in  the  City  cannot  be  maintained  adequately  by  informal 
methods.  Some  2,500  people  are  employed  and  an  annual  expenditure 
of  at  least  10  million  dollars  is  involved.  Consequently,  we  recommend 
the  establishment  of  a  separate  division  to  provide  a  high  level  of 
planning  and  control  of  works  activities. 

The  establishment  of  this  Planning  and  Control  Division  and  the 
adoption  of  sound  methods  of  control  such  as  those  discussed  in  this 
section  of  our  report,  should  attain  the  following  objectives:  a  reduc¬ 
tion  in  inconvenience  to  the  public  due  to  delays  during  the  construc¬ 
tion  of  projects;  improved  co-ordination  of  work  on  projects  with  the 
utility  companies;  facility  in  the  overall  processing  of  projects  through 
the  various  stages  of  design,  approvals  and  construction;  and  provision 
of  a  proper  measure  of  control  over  costs. 

The  Planning  and  Control  Division  would  be  supervised  by  a 
Director  of  Planning  and  Control  who  would  be  responsible  to  the 
Commissioner  of  Public  Works  for  the  centralized  control  of  the 
following  activities: 

1.  Development  of  a  long  term  maintenance  program  for  the 
Department; 

2.  Compilation  of  schedules  for  the  projects  of  the  Department 
and  the  co-ordination  of  the  flow  of  information  with  regard 
to  the  projects; 

3.  Maintenance  of  records  of  the  projects  and  of  the  public 
facilities  that  come  under  the  jurisdiction  of  the  Public  Works 
Department; 

4.  Supplying  any  analysis  and  reports  on  costs  which  would  have 
to  be  done  internally  by  the  Department; 

5.  Requisitioning  of  personnel  for  the  Department  and  mainten¬ 
ance  of  the  necessary  personnel  records  within  the  Department; 

6.  Issue  all  permits  for  activities  affecting  City  roadways,  land 
within  the  street  allowances,  watermains  and  sewers. 

The  proposed  plan  of  organization  for  the  Planning  and  Control 
Division  is  set  out  in  chart  form  on  the  opposite  page.  The  details 
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of  the  activities  of  the  sections  of  this  division  are  discussed  under 
the  following  headings: 

Project  Control  Section 
Local  Improvement  Section 
Permit  Section 
Clerical  Section 

PROJECT  CONTROL  SECTION. 

The  Project  Control  Section,  supervised  by  a  Project  Control 
Supervisor,  would  be  responsible  for  developing  and  maintaining  a 
long-term  maintenance  program  of  public  facilities  for  the  Depart¬ 
ment,  scheduling  and  co-ordinating  the  progress  of  the  Department’s 
projects  and  for  maintaining  general  records.  It  would  be  the  duty 
of  the  Project  Control  Supervisor  to  see  that  the  following  activities 
were  carried  out: 

1.  The  establishment  and  continuance  of  a  long-term  maintenance 
program  for  the  Department;  assistance  in  the  preparation  of 
such  portions  of  the  annual  estimates  as  are  affected  by  this 
program;  advice  on  the  staffing  of  the  Department  and  the 
provision  of  facilities  and  equipment  to  meet  the  plans  of  the 
Department. 

2.  Compilation  of  schedules  for  all  projects  undertaken  by  the 
Department  on  the  basis  of  experience  and  estimates,  to  ensure 
economic  utilization  of  the  Department’s  staff  and  facilities. 

3.  The  assembling  of  information  required  for  calling  tenders. 

4.  Supply  of  information  to  utility  companies  and  other  outside 
agencies  as  to  scheduled  dates  for  projects  affecting  these 
outside  agencies.  Where  possible,  the  securing  of  commit¬ 
ments  from  these  organizations  within  the  project  schedules. 

5.  Periodic  supply  of  reports  on  the  progress  of  projects. 

6.  Maintenance  of  the  necessary  records  on  each  works  project; 
the  maintenance  of  descriptive  records  of  such  public  facilities 
as  come  under  the  jurisdiction  of  the  Public  Works  Department. 

Planning  a  Public  Facilities  Maintenance  Program. 

Some  $3,000,000  is  spent  annually  on  the  maintenance  of  public 
facilities  coming  under  the  jurisdiction  of  this  department.  Officials 
of  the  Roadways  Section  estimate  that  present  roadway  surfaces 
require  some  $7,000,000  to  be  spent  on  renewal  work,  and  that  the 
$2,000,000  now  spent  on  this  work  annually  should  be  increased  by 
at  least  fifty  percent,  to  place  the  surfaces  in  good  condition  and 
satisfactorily  maintain  them.  We  recommend  that  systematic  methods 
be  developed  to  provide  a  sound  basis  for  planning  a  program  of 
maintenance  expenditures  of  this  size.  The  Project  Control  Section 
would  be  responsible  for  developing  this  program. 
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Detailed  information  should  be  obtained  from  the  Operations 
Division  on  the  current  conditions  of  the  public  facilities.  This  informa¬ 
tion  would  be  used  to  plan  a  short-term  maintenance  program  and  to 
present  this  program  in  easily  evaluated  terms  for  the  annual  estimates. 
To  plan  staff,  facilities  and  money  requirements  from  a  long-term 
standpoint,  a  system  should  be  developed  whereby  card  records  would 
indicate  probable  maintenance  requirements  of  public  facilities  on  the 
basis  of  their  age.  From  these  records  the  volume  of  maintenance  work 
could  be  estimated  for  periods  possible  up  to  20  years  in  advance. 
These  records  also  would  indicate  to  the  Operations  Division  the  specific 
locations  of  such  public  facilities  as  should  be  inspected  in  reference 
to  immediate  repairs.  This  procedure  would  provide  the  basis  for  the 
short-term  maintenance  program. 

In  this  respect  some  work  is  already  being  done  by  the  Roadways 
Section  on  systematically  developing  information  on  the  current  con¬ 
dition  of  surfaces.  Later  in  this  section  of  our  report  we  discuss  a 
proposal  for  recording  information  to  provide  a  basis  for  long-term 
planning. 

The  Project  Control  Section  would  be  responsible  for  working  with 
other  sections  of  the  Public  Works  Department  in  developing  methods 
of  establishing  the  information  for  planning  a  maintenance  program. 
It  would  initiate  the  action  necessary  to  obtain  the  required  informa¬ 
tion,  it  would  compile  appropriate  records  and  it  would  plan  and 
present  proposed  programs  in  co-operation  with  the  Engineering  and 
Operations  Divisions.  The  section  would  be  responsible  also  for  keeping 
the  maintenance  programs  up  to  date,  revising  them  periodically  to 
represent  current  requirements. 

Project  Scheduling. 

We  recommend  a  formal  procedure  for  the  scheduling  of  all  con¬ 
struction  and  maintenance  projects  of  the  Public  Works  Department 
to  be  developed  and  kept  up  to  date  by  the  Project  Control  Supervisor. 
This  would  have  as  its  purpose  the  reduction  of  delays  and  the  most 
effective  use  of  staff  and  equipment,  all  in  the  interests  of  adhering  to 
budgets  of  time  and  money. 

The  first  step  towards  a  schedule  would  be  the  listing  of  the 
stages  of  the  respective  projects.  Past  experience  and  present  judgment 
would  provide  estimates  of  man-hours  required,  number  of  people  re¬ 
quired  and  the  consequent  elapsed  time  for  each  stage. 

Matching  these  against  the  available  resources  of  staff  and  equip¬ 
ment  would  provide  the  basis  for  a  reasonably  dependable  completion 
schedule.  This  schedule  would  be  approved  by  those  responsible  for 
the  work  prior  to  its  final  adoption. 
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Unforeseen  conditions  will  occasionally  arise  which  will  cause 
deviations  from  the  time-table.  It  would  be  essential  to  deal  with 
these  as  early  as  possible.  To  facilitate  this,  it  would  be  necessary 
for  those  involved  to  provide  information  by  way  of  emergency  reports, 
or  by  routine  reports  at  periodic  staff  meetings.  This  information  would 
be  used  in  the  revision  of  the  schedule  to  compensate  for  unforeseen 
conditions. 

The  up-to-date  schedules  would  be  available  to  the  members  of  the 
Committee  on  Public  Works.  In  this  way  the  committee  would  be 
kept  fully  informed  at  all  times  and  it  would  no  longer  be  necessary 
to  use  valuable  committee  time  in  order  to  ascertain  the  stage  of 
completion  of  any  project. 

The  desired  economies  and  controls  would  arise  from  the  following 
factors : 

1.  The  control  of  timing  wolud  be  in  the  hands  of  the  Department 
to  a  greater  extent  than  at  present  when  the  starting  and 
completion  dates  are  often  left  to  the  individual  contractor. 
Savings  would  result  from  the  reduction  of  incidental  delays 
and  carry  overs. 

2.  Delays  caused  by  lack  of  co-ordination  would  be  kept  to  a 
minimum. 

3.  A  closer  control  of  staffing  and  of  the  time  spent  by  staff, 
would  result  in  economies. 

4.  Equipment  would  be  utilized  more  effectively. 

5.  Budgeting  would  be  facilitated. 

6.  Up-to-date  information  would  be  immediately  available  and 
enquiries  would  be  answered  without  the  waste  of  time  that 
results  from  oral  and  written  searches  for  information. 

Contract  Procedure. 

We  propose  that  the  work  of  obtaining  tenders  and  letting  con¬ 
tracts  for  construction  or  maintenance  of  public  facilities  be  channeled 
through  a  central  authority  in  the  Public  Works  Department.  The 
Project  Control  Section  would  obtain  all  specifications  and  information 
regarding  individual  projects,  and  then  would  issue  complete  tender 
packages  to  the  City  Clerks’  Department  together  with  a  completed 
Authorization  Form. 

We  discuss  our  detailed  recommendations  for  a  proposed  tendering 
procedure  under  the  City  Clerks’  Department. 

Utilities. 

The  Project  Control  Section  would  co-operate  with  the  utility  com¬ 
panies  in  developing  a  schedule  for  a  project  to  ensure  that  their  work 
could  be  carried  out  at  the  time  and  within  the  period  provided  for 
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in  the  schedule.  The  section  would  supply  a  completed  schedule  to 
these  companies  and  where  possible  obtain  commitments  from  them 
based  on  the  schedule. 

Progress  Reports. 

The  Project  Control  Section  would  be  responsible  for  issuing  pro¬ 
gress  reports  on  all  projects  undertaken  by  the  Public  Works  Depart¬ 
ment.  The  reports  would  show  for  the  phases  of  the  projects,  the 
scheduled  starting  and  completion  dates  and  the  actual  starting  and 
completion  dates  as  reported  by  the  sections  of  the  Department  respon¬ 
sible  for  the  work.  They  would  be  designed  to  indicate  the  status  of 
projects  and  to  indicate  particularly  when  projects  were  falling  behind 
schedule. 

These  reports  would  be  issued  on  a  periodic  basis  to  those  directly 
responsible  for  processing  the  work.  They  would  also  be  issued  to 
senior  officials  of  the  Department  for  their  information  on  the  status 
of  projects  and  for  assisting  them  in  controlling  the  flow  of  work. 

Records. 

We  propose  that  Project  Cards  be  used  to  provide  a  current  and 
permanent  record  of  each  project.  On  the  cards  would  be  recorded  all 
information  with  regard  to  a  project  including  the  final  costs  and  the 
description  of  the  installation.  These  cards  would  be  filed  by  project 
number  during  the  progress  of  the  work.  On  completion  of  the  project 
they  would  be  filed  alphabetically  by  street. 

When  the  project  was  completed,  a  Facility  Card  would  be  made 
up  on  which  would  be  shown  information  such  as  project  completion 
date,  guarantee  period,  size  of  installation,  location  and  cost.  This 
card  would  be  filed  with  other  cards  in  order  of  installation  date. 

These  Facility  Cards  would  be  used  primarily  to  provide  the  neces¬ 
sary  data  on  age,  size  and  location  of  public  facilities  for  establishing 
a  long-term  maintenance  program  as  discussed  earlier  in  this  report. 
They  also  would  be  used  to  compile  the  necessary  statistics  for  the 
annual  report  of  work  carried  out  by  the  department.  A  quantitative 
description  of  this  work  would  be  used  to  adjust  the  permanent  descrip¬ 
tive  records  maintained  on  all  public  facilities  by  the  department. 

We  suggest  that  the  amount  of  detail  be  reduced  in  the  annual 
report.  By  reducing  this  detail  and  by  making  use  of  Facility  Cards 
from  which  the  necessary  information  could  be  readily  obtained,  the 
work  of  compiling  the  annual  report  should  be  considerably  lessened. 
A  further  reduction  in  work  would  result  if  these  Facility  Cards  were 
established  in  the  form  of  punched  cards  which  then  could  be  sorted 
and  tabulated  mechanically. 
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LOCAL  IMPROVEMENT  SECTION. 

The  procedure  for  processing  Local  Improvement  projects  and 
obtaining  their  approval  requires  a  multiplicity  of  steps  involving  four 
departments  and  several  separate  sections  within  the  departments,  as 
well  as  organizations  outside  the  City  administration.  To  co-ordinate 
the  work  of  processing  these  projects  we  recommend  the  establishment 
of  a  Local  Improvement  Section. 

This  section  would  be  supervised  by  the  Local  Improvement  Super¬ 
visor  who  would  be  responsible  to  the  Director  of  Planning  and 
Control  for  the  following: 

1.  Co-ordination  of  the  project  through  the  various  stages  in¬ 
cluding  petitioning,  designing,  obtaining  approvals  and  acquir¬ 
ing  land. 

2.  Compilation  of  assessment  data  relative  to  each  project  and 
apportionment  of  the  estimated  and  final  costs  between  the 
City  and  the  property  owners. 

3.  Issuance  of  progress  reports  to  the  Project  Control  Section 
on  Local  Improvement  projects. 

We  propose  that  the  Local  Improvement  Section  be  responsible 
for  centralized  issuance  of  all  petitions  and  notices  with  regard  to 
Local  Improvements. 

The  Local  Improvement  Section  would  obtain  estimated  costs  on 
land  acquisition,  land  damages  and  construction.  It  would  also  obtain 
from  the  assessment  rolls  the  necessary  data  on  frontages,  flankages 
and  exemptions.  Using  this  information  the  section  would  be  respon¬ 
sible  for  apportioning  the  estimated  costs  between  the  City  and  the 
property  owners  and  for  establishing  the  unit  cost  per  foot  frontage 
and  flankage. 

In  special  cases  where  the  established  policies  for  apportioning 
costs  did  not  apply,  the  section  would  obtain  guidance  from  the  Real 
Estate  Division  of  the  Finance  Department.  In  some  cases  approval 
for  exceptions  to  policy  would  be  obtained  from  City  Council.  This 
section  then  would  present  the  Local  Improvement  recommendation 
through  the  Commissioner  to  the  Committee  on  Public  Works. 

The  section  would  also  obtain  final  costs  on  the  project,  apportion 
these  costs  and  submit  a  final  report  for  taxation  purposes. 

The  centralization  of  responsibility  for  the  co-ordination  of  Local 
Improvement  projects  should  reduce  the  delay  that  takes  place  be¬ 
tween  the  various  stages  of  processing  the  projects.  The  Local  Improve¬ 
ment  Section  would  expedite  the  projects  and  would  report  on  the 
progress  of  the  work  to  the  Project  Control  Section.  It  would  also 
act  as  the  central  source  of  information  for  officials  and  for  the 
public  in  respect  of  projects. 
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We  suggest  that  a  budgeting  procedure  be  established  for  the 
control  of  City  Local  Improvements.  The  City  would  request  approval 
of  the  Metropolitan  organization  of  an  annual  total  budget  for  these 
projects  and  then  would  supply  the  Metropolitan  organization  with 
reports  to  ensure  that  expenditures  remained  within  the  budget.  The 
procedure  would  eliminate  one  step  in  the  processing  of  most  Local 
Improvements.  Metropolitan  approval  then  would  be  required  only  on 
individual  projects  which  affected  Metropolitan  property. 

PERMIT  SECTION. 

We  recommend  that  all  permit  issuance  and  control  and  all  applica¬ 
tions  for  service  within  the  Public  Works  Department  be  centralized 
in  the  Permit  Section.  This  section  would  be  supervised  by  the  Permit 
Supervisor  who  would  report  to  the  Director  of  Planning  and  Control 
and  would  be  responsible  for  the  following: 

1.  Issuance  of  all  permits  for  the  Public  Works  Department 
where  land  within  the  street  allowance,  roadways,  lanes,  water- 
mains  and  sewers  would  be  affected  by  outside  activities. 

2.  Receipt  and  processing  of  applications  for  private  water  and 
sewer  connections  and  disconnections. 

3.  Supplying  general  information  to  the  public  and  outside 
agencies  regarding  applications  and  permits. 

4.  Maintenance  of  such  permanent  records  on  permit  issuance 
as  are  required  for  legal  purposes. 

5.  Informing  agencies  both  within  and  without  the  City  organiza¬ 
tion  that  might  be  affected  by  projects  for  which  permits 
were  issued. 

We  propose  certain  simplilfications  in  the  procedures  now  used 
to  process  applications  and  permits.  These  changes  are  discussed  below: 

1.  Standard  rates  based  on  unit  costs  e.g.,  per  square  foot,  per 
standard  service  connected  etc.,  or  estimates  for  non-standard 
work  should  be  developed  in  all  cases.  Complete  charges 
would  be  made  at  the  time  the  permit  was  issued.  For  such 
cases  as  cut  repair  permits,  individual  recording  of  labour  and 
material  costs  for  each  cut  no  longer  would  be  necessary.  The 
procedure  would  reduce  considerably  the  amount  of  paper¬ 
work  now  required  to  determine  and  record  costs. 

2.  In  some  cases,  such  as  for  water  services,  the  application  forms 
should  be  redesigned,  so  that  recopying  of  descriptive  in¬ 
formation  would  be  avoided.  Copies  of  the  redesigned  forms 
would  be  placed  in  time  and  location  files  for  semi-permanent 
records  of  the  work  carried  out.  This  use  of  copies  of  the 
application  form  would  reduce  to  a  minimum  the  copying 
of  information  into  ledgers  and  other  books  of  permanent 
record. 
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3.  For  hoardings,  barricades,  etc.,  caused  by  new  building  con¬ 
struction  or  by  alterations  where  building  permits  are  issued, 
we  suggest  that  the  building  permit  cover  all  approvals.  The 
application  for  permit  would  be  forwarded  to  the  Permit 
Section  by  the  Building  Regulation  Division  of  the  Develop¬ 
ment  Department  for  approval  and  for  determination  of  fees. 
This  procedure  would  ensure  that  contractors  would  receive 
one  permit  covering  all  phases  of  building  construction.  In 
such  cases,  the  Building  Inspector  would  be  responsible  for 
insuring  that  encroachments,  hoardings,  etc.,  complied  with 
the  descriptions  shown  on  the  permit. 

4.  We  recommend  that  City  Council  delegate  the  authority  to  the 
Commissioner  of  Public  Works  for  approval  of  permits  involv¬ 
ing  area  rental,  and  that  Council  approval  of  each  area  not 
be  required.  Retaining  final  approval  within  the  department 
would  result  in  faster  processing  of  the  permits,  a  reduction 
in  the  amount  of  clerical  work  involved  and  an  elimination 
of  some  detail  approval  work  from  the  Committee  on  Public 
Works  and  from  City  Council  meetings.  Summary  reports 
would  be  prepared  for  the  Committee  on  Public  Works  and 
City  Council  on  a  regular  basis  providing  information  on  the 
number  of  area  permits  issued  and  the  sum  of  rentals  charged. 

5.  The  area  rental  charge  for  the  remaining  portion  of  the  first 
year  would  be  collected  at  the  time  the  permit  for  the  area 
rental  was  issued.  We  propose  that  after  the  first  year  of 
their  issuance,  area  rentals  would  be  charged  as  at  present  but 
by  making  use  of  punched  card  methods  as  discussed  more 
fully  in  our  report  under  the  Finance  Department.  Individual 
listing  of  some  11,000  areas  annually  by  the  Permit  Section 
thus  would  be  avoided. 

CLERICAL  SECTION. 

We  recommend  the  establishment  of  a  Clerical  Section  to  be  respon¬ 
sible  for  all  work  connected  with  cost  analysis  and  cost  reporting  and 
with  personnel  records  and  reports  which  would  have  to  be  done  intern¬ 
ally  by  the  Public  Works  Department.  This  section  would  also  supply 
general  clerical  services  to  the  Planning  and  Control  Division  and  would 
be  responsible  for  certain  clerical  procedures  used  throughout  the 
department.  The  Clerical  Section  would  be  directed  by  the  Clerical 
Supervisor  responsible  to  the  Director  of  Planning  and  Control. 

Cost  Analysis  and  Reporting. 

In  the  section  of  our  report  on  the  Finance  Department,  we  have 
recommended  that  a  centralized  accounting  service  be  established  to 
maintain  the  detailed  financial  records  of  the  City  administration  and  to 
issue  reports  based  on  such  records  to  the  various  departments.  Co- 
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incident  with  the  establishment  of  the  centralized  service,  we  recom¬ 
mend  that  a  study  be  carried  out  to  analyse  the  detailed  requirements 
of  the  Public  Works  Department  for  cost  data  and  reports. 

Some  work  on  cost  analysis  and  reporting  would  continue  to  be 
done  internally  by  the  Public  Works  Department  and  would  be  the 
responsibility  of  the  Clerical  Section.  However,  the  extent  of  the 
work  and  the  methods  to  be  used  would  be  developed  in  conjunction 
with  the  Finance  Department  and  as  a  result  of  the  cost  study  recom¬ 
mended  above. 

Clerical  Work. 

The  present  system  of  handling  and  controlling  the  flow  of  corres¬ 
pondence  is  unduly  complex,  time  consuming  and  expensive.  The  system 
is  the  result  of  a  lack  of  delegation  of  responsibility  for  handling  corres¬ 
pondence.  We  suggest  that  consideration  be  given  to  establishing  a  less 
complex  procedure.  Supervisory  personnel  should  be  held  responsible 
for  processing  correspondence  in  a  reasonable  length  of  time.  A  policy 
should  be  set  out  which  would  define  the  type  of  correspondence 
requiring  the  signature  of  a  senior  official.  This,  as  in  any  other  busi¬ 
ness,  would  be  a  small  part  of  the  total  correspondence. 

The  Clerical  Supervisor  would  be  held  responsible  for  developing 
and  instituting  a  simple  procedure  for  handling  correspondence  with 
assistance  from  the  Organization  and  Methods  Division  of  the  Personnel 
Services  Department. 

In  the  section  of  our  report  discussing  a  proposed  Records  Division 
of  the  City  Clerk’s  Department,  we  recommend  that  a  standard  filing 
procedure  be  developed  throughout  the  City  organization.  The  procedure 
should  reduce  considerably  the  space  now  required  for  permanent  files. 
The  Clerical  Section  would  be  responsible  for  establishing  the  local 
filing  procedures  to  ensure  that  the  proposed  standard  procedures  were 
followed. 
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STREETS  DIVISION. 

We  recommend  that  the  present  Streets  Department  be  made  a 
division  of  the  Public  Works  Department. 

The  proposed  organization  of  the  Streets  Division  is  shown,  in 
chart  form,  on  the  opposite  page.  The  Director  of  the  Streets  Division 
would  be  responsible  to  the  Commissioner  of  Public  Works  for  the 
cleaning,  flushing,  salting  and  sanding  of  streets;  removal  of  snow 
from  City  streets;  refuse  collection  and  disposal;  catch  basin  cleaning; 
and  leaf  mould  processing  and  sales. 

The  main  recommendations  regarding  the  organizational  structure 
and  operation  under  this  plan  are  as  follows: 

1.  A  separation  of  the  activities  of  the  division  into  four  districts 
— Central,  Eastern,  Western  and  Northern. 

2.  The  transfer  of  the  control  and  maintenance  of  vehicles  to 
the  Equipment  Division  of  the  Public  Works  Department  and 
all  building  design,  maintenance  and  construction  activities  to 
the  Parks  and  Property  Department. 

3.  An  extension  of  the  Public  Instruction  work  of  the  present 
Technical  Operations  group  and  the  allocation  of  all  line  activi¬ 
ties  performed  by  this  group,  to  the  four  districts. 

4.  The  development  of  costs  and  market  analyses  of  the  Leaf 
Mould  operation  to  determine  and,  if  possible,  improve  the 
profitability  of  this  operation. 

These  and  other  recommendations  are  discussed  in  more  detail  in 
the  following  paragraphs. 

STREET  CLEANING  AND  REFUSE  COLLECTION. 

Organization. 

The  street  cleaning  and  refuse  collection  activities  of  the  City  are 
divided  between  three  districts,  and  the  Eastern  district  includes  both 
the  downtown  and  eastern  parts  of  the  City.  Different  problems 
are  associated  with  each  of  these  areas,  and  we  understand  that  their 
separation  is  contemplated.  We  suggest  that  these  areas  be  divided 
into  an  Eastern  District  and  a  Central  District  and  that  a  Central 
District  Superintendent  who  would  be  appointed  be  competent  to  con¬ 
centrate  on  the  particular  problems  of  the  downtown  area.  The  Super¬ 
intendent  of  this  new  Central  District  would  be  responsible  for  the 
organization  and  operation  of  the  “blitz”  type  of  snow  removal  in  the 
winter.  Additional  labour  and  trucks  would  be  provided  to  this  district 
by  the  other  districts  as  required. 

The  boundaries  of  the  four  districts  should  be  reviewed.  For 
example,  further  study  may  reveal  the  advisability  of  including  a 
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portion  of  the  Western  district  in  the  Central  district.  In  any  event,  it  is 
desirable  that  the  respective  districts  correspond  as  closely  as  is  practic¬ 
able  to  the  districts  in  the  Operations  Divisions  of  the  Public  Works 
Department. 

We  recommend  the  following  changes  in  the  Western  District: 

1.  Refuse  collection  at  the  Canadian  National  Exhibition  which  is 
now  directed  by  the  Technical  Operations  group,  would  be 
transferred  to  the  Western  District  and  become  solely  its 
responsibility. 

2.  The  collection  and  disposal  of  refuse  on  the  Island  which  is 
handled  now  by  the  Engineering  group,  would  be  undertaken 
by  the  Western  district.  This  change  would  not  include  the 
operation  of  the  Island  bus  service  which  is  now  provided  by 
the  Street  Cleaning  Division.  We  recommend  that  the  Toronto 
Transit  Commission  be  requested  to  take  over  both  the  school 
and  general  bus  service  on  the  Island  since  these  are  not  logical 
activities  for  the  Streets  Division  to  perform. 

3.  Maintenance  work  and  shop  operations  now  performed  by  the 
Western  District  would  be  transferred  to  other  departments. 
Carpentry  work  would  be  taken  over  by  the  Carpenter  Shop 
in  the  Maintenance  Division  of  the  Parks  and  Property  Depart¬ 
ment.  The  Broom  Shop  and  Snow  Plough  Blade  Repair  Activi¬ 
ties  would  go  to  the  Shops  Section  of  the  Operations  Division. 

4.  Each  of  the  four  districts,  in  addition  to  the  present  street¬ 
cleaning  and  refuse  collection,  would  be  made  responsible  for 
street-flushing.  This  operation  is  now  a  responsibility  of  the 
Technical  Operations  group.  With  this  change,  each  district 
would  be  provided  with  sufficient  “flushers”  and  would  then  be 
responsible  for  the  complete  cleaning  care  of  the  streets  under 
its  jurisdiction. 

Procedures. 

We  suggest  that  the  advisability  of  carrying  out  all  sweeping  and 
flushing  at  night  be  studied  and  that  mechanical  sweeping  methods 
replace  hand  sweeping  as  quickly  as  possible.  Night-time  sweeping  and 
flushing  has  been  instituted  in  the  downtown  areas  where  traffic  and 
parking  problems  are  important,  and  has  done  much  to  speed  up  the 
process.  Where  it  has  replaced  hand  sweeping,  mechanical  sweeping 
has  proved  to  give  superior  results  at  a  lower  cost. 

Our  recommendations  concerning  refuse  pick-up  operations  are  as 
follows: 

1.  Increased  pressure  should  be  exerted  to  the  closing  of  lanes 
for  refuse  pick-up.  Most  lanes  are  narrow  and  truck  movement 
is  difficult.  In  addition,  the  use  of  lanes  for  refuse  pick-up 
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seems  to  encourage  the  untidy  placement  of  refuse  by  the 
householders.  Both  of  these  factors  result  in  costly  pick-up 
of  refuse.  In  the  dozen  typical  cases  examined  by  us  pick-up 
could  be  made  from  the  street  more  readily  than  from  the  lane. 

2.  The  carry-out  type  of  pick-up  is  costly.  It  involves  a  trip  to  the 
rear  of  the  house,  sometimes  a  search  for  the  place  of  refuse 
storage,  and  the  carrying  of  the  refuse  to  the  street.  In  many 
cases  this  operation  takes  twice  as  long  as  would  a  pick-up  from 
the  house  front.  We  recommend  that  the  practice  be  dis¬ 
couraged. 

3.  In  the  downtown  areas  much  of  the  pick-up  is  carried  out  at 
night.  This  arrangement  has  the  obvious  advantage  of  reducing 
the  delay  caused  by  day-time  traffic.  Night  pick-up  should  be 
extended  to  all  areas  where  day-time  traffic  is  a  problem. 
Further  study  might  indicate  the  advisability  of  extending 
this  procedure  to  include  all  pick-up  activity. 

4.  A  study  should  be  made  of  the  functional  design  of  refuse 
collection  truck  bodies.  As  higher  truck  bodies  become  filled 
with  refuse  a  packer  is  required  on  top  of  the  truck  to  assist 
in  loading.  The  increased  cost  of  this  arrangement,  which 
results  from  the  decrease  in  effective  size  of  the  pick-up  crew, 
and  the  extra  work  of  arranging  and  packing  refuse,  applies 
to  one-third  of  the  pick-up  operation.  Development  of  a  low- 
slung  body  to  permit  complete  loading  without  the  use  of  a 
packer  would  result  in  substantial  savings. 

5.  The  use  of  intermediate  unloading  stations  should  be  given 
further  study.  Except  where  an  incinerator  is  close  to  the 
pick-up  route,  the  trip  to  the  incinerator  and  back  accounts 
for  as  much  as  30%  of  the  total  pick-up  and  disposal  time. 
During  this  travel-time  only  the  driver  is  occupied,  so  that 
30%  of  the  time  of  the  rest  of  the  crew  is  lost.  This  loss 
would  be  reduced  considerably  if  it  were  possible  for  the 
pick-up  trucks  to  unload  to  a  semi-trailer  located  near  the  area 
in  which  the  trucks  are  working.  Study  would  be  required  to 
determine  the  best  locations  and  optimum  number  of  these 
unloading  stations,  since  they  would  involve  permanent  con¬ 
crete  ramps. 

6.  In  considering  the  problem  of  pick  time  versus  travelling  time, 
we  understand  that  some  consideration  has  been  given  to  a 
relay  system  whereby  an  empty  truck  would  be  made  available 
to  the  pick-up  crew  when  they  arrive  at  the  end  of  the  route 
with  a  full  truck.  With  this  system,  the  full  truck  would  be 
driven  to  the  incinerator  by  one  man  while  the  crew  carried 
on  with  the  pick-up  operation.  We  suggest  that  this  scheme 
be  given  further  study  including  the  substition  of  break  periods 
for  part  of  the  rest-time  now  gained  during  travelling. 
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7.  The  need  for  training  and  testing  truck  drivers  and  equipment 
operators  in  operating  and  maintaining  their  equipment  has 
been  under  discussion  for  some  time.  Proper  training  should 
reduce  accident  frequency  and  lower  maintenance  and  replace¬ 
ment  costs.  It  would  become  the  responsibility  of  the  Equip¬ 
ment  Division. 

ENGINEERING  SERVICES  AND  REFUSE  DISPOSAL. 

Our  recommended  plan  of  organization  does  not  provide  for  an 
Engineering  Section  in  the  Division. 

Operation  of  the  Incinerators  would  remain  with  the  Streets 
Division  and  be  the  responsibility  of  the  Incinerator  Section.  The 
Superintendent  of  this  section  would  report  to  the  Director  of  Streets 
rather  than,  as  at  present,  to  a  Superintendent  of  Engineering  Services. 
Only  routine  maintenance  of  incinerator  equipment  would  be  carried 
out  by  the  Incinerator  Section.  Important  maintenance,  repairs  and 
improvements  to  equipment  would  be  handled  by  the  Shops  Section  of 
the  Operations  Division,  and  repairs  to  buildings  by  the  Parks  and 
Property  Department. 

We  recommend  that  the  other  activities  of  the  Engineering  group 
be  handled  as  follows: 

1.  Island  services  would  be  made  the  responsibility  of  the  Western 
District  of  the  Division. 

2.  Vehicles  control  and  maintenance  would  be  transferred  to  the 
Equipment  Division  of  the  Department. 

3.  Maintenance,  design  and  construction  of  buildings  would  be 
transferred  to  the  Parks  and  Property  Department. 

TECHNICAL  ASSISTANCE  SECTION. 

We  recommend  that  the  present  Technical  Operations  group  become 
a  strictly  staff  group  with  no  line  duties  and  be  known  as  the  Technical 
Assistance  Section.  As  such  it  would  deal  with  public  instruction,  cost 
analysis,  and  route  control. 

Under  “public  instruction”  we  include  the  activities  now  being 
handled  by  the  investigators  to  familiarize  the  public  with  correct  refuse 
disposal  methods.  The  work  of  these  men  has  undoubtedly  reduced  the 
problems  of  the  collection  staff.  Our  investigations  have  indicated  that 
further  savings  should  result,  in  many  parts  of  the  City,  from  the 
extension  of  these  activities.  Although,  in  general,  the  public  is  co¬ 
operative  in  the  disposal  of  refuse  to  the  pick-up  point,  we  observed 
many  instances  where  proper  disposal  methods  were  disregarded. 
Deviations  from  proper  methods  are  costly,  and  to  reduce  them  to  a 
minimum  would  more  than  warrant  an  increased  instruction  staff. 
We  suggest  that  public  instruction  be  made  more  systematic  and  given 
a  larger  place  in  the  overall  policy  of  the  Division.  Routine,  periodic 
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inspection  should  be  combined  with  planned  area  campaigns,  to  deal 
with  both  the  general  level  of  public  co-operation,  and  the  cleanup  of 
unsatisfactory  districts. 

The  Technical  Assistance  Section  w^ould  continue  the  analysis  of 
operating  costs.  This  analysis  would  be  based  on  the  cost  reports  sub¬ 
mitted  by  the  Cost  Section  of  the  Planning  and  Control  Division. 

The  basic  work  of  mapping  routes  would  remain  with  the  districts 
and  the  Technical  Assistance  Section  would  continue  to  provide  help 
where  requested  by  the  superintendents  regarding  the  boundaries  of 
districts;  the  areas  to  be  assigned  to  foremen;  the  cost  of  exceptional 
types  of  refuse  pick-up;  the  routing  of  flushers  and  sweepers,  etc. 

The  Technical  Assistance  Section  would  not  perform  all  of  the 
activities  now  being  undertaken  by  the  Technical  Operations  group. 
The  activities  that  we  recommend  be  assumed  by  other  sections  or 
divisions  of  the  department  are  as  follows: 

1.  The  organization  of  downtown  snow  removal  would  be  trans¬ 
ferred  to  the  Central  District. 

2.  The  street  flushing  operations  would  be  transferred  to  the  four 
districts  of  the  Division. 

3.  Responsibility  for  keeping  a  registry  of  hired  trucks  would  be 
transferred  to  the  Equipment  Division  of  the  Department  and 
this  division  would  be  responsible  for  the  control  of  all  hired 
trucks  and  equipment. 

4.  Direction  of  Exhibition  refuse  collection  and  street-cleaning 
would  be  assumed  by  the  Western  District. 

5.  The  accumulation  of  payroll  figures  for  Leaf  Mould  operations 
would  be  handled  by  the  Northern  District. 

THE  LEAF  MOULD  OPERATION. 

We  recommend  that  the  Northern  District  be  made  responsible 
for  the  Leaf  Mould  operation  since  the  main  processing  plant  is  within 
its  area.  At  present  this  operation  is  directed  from  the  Street  Cleaning 
Head  Office  and  its  staff  is  carried  on  the  Technical  Operations  group 

payroll. 

We  recommend  that  accounting  procedures  be  developed  for  the 
Leaf  Mould  operation  so  that  an  accurate  analysis  can  be  made  of 
the  costs  and  revenues.  With  the  development  of  these  costs,  a  review 
should  be  made  of  the  profitability  of  the  operation.  At  the  same  time 
the  operating  methods  and  equipment  should  be  studied  to  determine 
the  possibility  of  cost  reduction  in  the  shredding  and  packaging  pro¬ 
cesses. 

A  market  analysis  of  the  Leaf  Mould  product  should  be  considered. 
This  analysis  would  indicate  the  proper  package  sizes  and  price  range 
that  should  be  established  to  provide  the  widest  and  most  profitable 
market  for  the  Leaf  Mould. 
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TRAFFIC  DIVISION. 

We  recommend  that  a  Traffic  Division  be  established  in  the  Public 
Works  Department.  This  division  would  be  responsible  for  the  design, 
erection,  control  and  maintenance  of  all  facilities  used  in  the  City  in 
connection  with  the  regulation  of  vehicular  and  pedestrian  traffic,  as 
well  as  all  facilities  used  in  connection  with  the  control  of  parking 
on  City  streets.  The  organization  would  also  provide  suitably  trained 
personnel  responsible  for  making  a  continuous,  systematic  analysis  of 
all  the  integrated  problems  of  traffic  control  such  as  traffic  flow,  signals 
placement  and  timing,  and  parking  regulations. 

The  Traffic  Division  would  be  under  the  supervision  of  a  Director 
of  Traffic  who  would  be  responsible  to  the  Commissioner  of  Public 
Works.  The  activities  of  the  Division  would  be: 

1.  To  recommend  regulations  and  legislation  as  well  as  facilities 
designed  to  assist  the  flow  of  traffic. 

2.  To  supply  and  maintain  signs,  pavement  markings,  parking 
meters,  etc. 

3.  To  co-operate  with  the  Metropolitan  Police  Commission,  the 
Toronto  Transit  Commission  and  other  interested  bodies,  in 
traffic  matters. 

4.  To  control  street  lighting  in  conjunction  with  the  Toronto 
Hydro-Electric  System. 

5.  To  deal  with  complaints  relating  to  traffic. 

The  proposed  plan  of  organization  is  shown  in  chart  form  on  the 
opposite  page  and  the  activities  of  the  sections  of  the  Division  are 
discussed  in  the  following  pages  of  the  report  under  the  headings: 

Traffic  Analysis  Section, 

Traffic  Operations  Section, 

Clerical  Section. 

TRAFFIC  ANALYSIS  SECTION. 

The  Traffic  Analysis  Section  would  be  supervised  by  a  Traffic 
Analysis  Supervisor  who  would  be  responsible  for  the  analysis  of 
traffic  movement,  the  design  of  suitable  facilities  to  deal  with  this 
movement,  and  for  making  a  continuing  study  of  appropriate  parking 
regulations  in  the  light  of  changing  conditions.  It  would  be  the  duty 
of  the  Traffic  Analysis  Supervisor  to  formulate  policies  in  connection 
with  the  foregoing  matters,  and  to  initiate,  recommend  and  expedite 
legislation  needed  to  accomplish  these  objectives.  The  Traffic  Analysis 
Supervisor  would  be  responsible  to  the  Director  of  Traffic  for: 

1.  Analysis  and  forecasting  of  traffic  movement  in  the  City,  on 
both  a  short-term  and  long-term  basis; 
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2.  Overall  co-ordinated  study  of  traffic  signals,  signs  and  parking 
regulations  to  determine  the  best  arrangement  both  of  existing 
and  new  facilities  in  the  City; 

3.  Maintenance  of  appropriate  liaison  with  members  of  the  To¬ 
ronto  Transit  Commission  responsible  for  planning  and  design 
work; 

4.  Provision  of  draughting  and  traffic  measurement  services  for 
the  Division; 

5.  Layout  of  such  facilities  as  intersections  and  traffic  islands  for 
incorporation  in  the  roadway  designs  made  by  the  Engineering 
Division  of  the  Public  Works  Department; 

6.  Initiation  and  recommendation  of  by-laws  required  to  codify 
traffic  control  policies; 

7.  Provision  of  basic  traffic  information  required  by  the  Toronto 
Planning  Board  and  the  Metropolitan  Planning  Board. 

The  Traffic  Analysis  Section  would  carry  out  orderly  planning  in 
connection  with  traffic  movement  and  parking.  Many  difficulties  would 
be  foreseen  in  their  development  stage  and  action  would  be  taken 
consistent  with  systematic  long-term  planning.  The  activities  of  this 
section  would  be  designed  to  provide  better  movement  of  traffic,  more 
effective  use  of  traffic  facilities  and  reduced  inconvenience  to  the  public. 

Since  the  problems  of  traffic  movement  are  closely  linked  with 
those  of  the  Toronto  Transit  Commission,  we  recommend  that  close 
liaison  on  forward  planning  of  traffic  movement  be  maintained  with 
the  Commission.  This  liaison  would  be  developed  in  addition  to  the 
present  formal  contact  through  the  Toronto  and  District  Traffic  Con¬ 
ference  and  the  Technical  Sub-Committee.  The  work  of  these  two 
committees  should  be  reduced  through  the  proper  functioning  of  this 
liaison. 


TRAFFIC  OPERATIONS  SECTION. 

The  Traffic  Operations  Section  would  be  responsible  for  the  installa¬ 
tion,  operation  and  maintenance  of  traffic  control  facilities  and  for 
close  liaison  with  such  organizations  as  the  Toronto  Transit  Commission 
and  the  Metropolitan  Police  Commission  concerning  the  day-to-day 
operation  of  these  facilities.  This  section  would  be  responsible  also  for 
the  investigation  of  complaints. 

The  section  would  be  directed  by  a  Traffic  Operations  Supervisor 
who  would  be  responsible  to  the  Director  of  Traffic  for  the  activities 
of  three  branches  which  are  discussed  under  the  following  headings: 

Complaint  Investigation  Branch, 

Contract  and  Technical  Operations  Branch, 

Shop  and  Field  Operations  Branch. 
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Complaint  Investigation  Branch. 

The  Complaint  Investigation  Branch  would  consist  of  a  supervisor 
and  two  or  more  men.  One  member  of  this  staff  would  be  required 
to  receive  and  record  telephone  and  correspondence  complaints  from 
the  public.  A  copy  of  the  complaint  form  would  be  used  by  the  investi¬ 
gator. 

The  investigator  would  operate  in  much  the  same  way  as  at  present, 
except  that  he  would  depend  upon  the  Traffic  Analysis  Section  for 
information  relative  to  the  area  about  which  the  complaint  was  con¬ 
cerned.  Once  this  information  had  been  assembled,  the  investigator 
would  proceed  to  take  whatever  photographs  appeared  desirable  and 
to  make  the  necessary  interviews.  A  report  then  would  be  prepared 
for  the  use  of  the  Traffic  Analysis  Section,  who  would  recommend  and 
initiate  the  action  to  be  taken.  On  minor  matters  not  involving  policy 
considerations  or  by-law  changes,  the  Traffic  Operations  Section  would 
take  action  directly,  notifying  the  Traffic  Analysis  Section  of  what 
was  done  by  copy  of  the  complaint  form. 

Contract  and  Technical  Operations  Branch. 

The  Contract  and  Technical  Operations  Supervisor  would  be  respon¬ 
sible  for  the  following  activities: 

1.  Making  the  initial  survey  and  job  layout  that  is  required  prior 
to  commencing  a  traffic  signal  installation  contract; 

2.  Carrying  out  the  necessary  liaison  with  the  Toronto  Hydro- 
Electric  System  in  connection  with  the  above  work; 

3.  Supervision  and  inspection  of  the  work  of  the  contractor,  and 
the  signing  of  the  completion  certificate; 

4.  Subsequent  timing  of  the  signals  following  the  completion  of 
the  contract; 

5.  Retiming  of  existing  traffic  light  installations  when  requested 
by  the  Traffic  Analysis  Section; 

6.  Establishment  of  maintenance  programs  on  such  matters  as 
signals  equipment  repair,  parking  meter  repair  and  other  work 
carried  on  either  in  the  shop  or  in  the  field; 

7.  Supervision  of  the  design,  erection  and  maintenance  of  street 
lighting  facilities  done  by  the  Toronto  Hydro-Electric  System. 

8.  Maintaining  liaison  with  the  Toronto  Transit  Commission  on 
matters  of  mutual  interest  in  day-to-day  operations. 

Such  data  as  rush  hour  traffic  flow,  when  required  by  the  Contract 
and  Technical  Operations  Supervisor  would  be  supplied  by  the  Traffic 
Analysis  Section  of  the  Division.  The  actual  work  of  signal  timing  and 
progression  adjustments  would  be  done  by  the  staff  of  the  Contract 
and  Technical  Operations  Branch  who  would  send  details  back  to  the 
Traffic  Analysis  Section  for  reference  purposes. 
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Since  the  current  annual  outlay  by  the  City  on  street  lighting  now 
approaches  $900,000,  a  somewhat  closer  degree  of  control  of  this 
expenditure  would  be  desirable  than  exists  now.  Although  we  under¬ 
stand  that  firm,  all-inclusive  prices  were  negotiated  with  the  Toronto 
Hydro-Electric  System  for  each  of  the  main  types  of  unit  installed, 
sufficient  detail  is  not  available  regarding  the  make-up  of  these  prices 
to  judge  whether  or  not  the  services  provided  are  comparable  with 
other  municipalities,  or  are  of  reasonable  value  in  proportion  to  their 
cost. 

Shop  and  Field  Operations  Branch. 

The  following  shop  and  field  activities  would  be  carried  out  under 
the  direction  of  the  Shop  and  Field  Operations  Superintendent: 

1.  Maintaining  liaison  with  the  Metropolitan  Police  Commission 
regarding  the  condition  of  traffic  signals,  signs,  road  markings, 
parking  meters  and  the  like; 

2.  Road  painting  and  sign  erection; 

3.  Field  maintenance  of  traffic  signal  equipment; 

4.  Making  parking  meter  collections  and  patrolling  these  meters; 

5.  Making  signs,  traffic  signal  repairs  and  parking  meter  repairs. 

We  recommend  that  the  Metropolitan  Police  Commission  be  ap¬ 
proached  regarding  the  possibility  of  the  Police  patrolling  such  traffic 
control  facilities  as  signals,  signs  and  road  markings  to  ensure  that 
that  they  are  operating  properly.  Since  Police  patrolmen  cover  regu¬ 
larly  all  the  areas  where  such  facilities  exist,  it  would  be  logical  to 
assign  definite  responsibility  for  such  patrol  to  them. 

We  recommend  that  the  field  crews  and  shop  staff  continue  to  be 
kept  as  versatile  as  possible  in  order  to  handle  seasonal  peaks  in  the 
various  types  of  work.  Also,  the  practice  of  rotating  the  men  engaged 
in  parking  meter  collections  and  patrolling  the  meters  should  be 
continued. 


CLERICAL  SECTION. 

The  Clerical  Supervisor  would  be  responsible  to  the  Director  of 
Traffic  for  the  following  activities: 

1.  Maintenance  of  records  of  facilities  such  as  signals,  signs  and 
roadway  markings; 

2.  Maintenance  of  records  of  the  status  of  Traffic  Division 
projects; 

3.  Preparation  of  such  statistical  information  as  traffic  counts, 
accident  statistics  and  diagrams,  parking  meter  revenue  and 
population  as  may  be  required  by  the  Traffic  Analysis  Section 
or  in  connection  with  complaint  investigation; 
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4.  Performance  of  secretarial  duties  in  connection  with  the  meet¬ 
ings  of  the  Toronto  and  District  Traffic  Conference  and  the 
Technical  Sub-Committee; 

5.  Provision  of  stenographic  and  filing  services  to  the  Division. 

Records  of  the  type  and  age  of  traffic  control  equipment  should  be 
enlarged  to  provide  adequate  information  for  planning  maintenance 
schedules.  Records  of  past  studies  made  on  traffic  flow  by  the  Division 
and  other  general  traffic  information  also  should  be  enlarged  and  tabu¬ 
lated  to  provide  valuable  data  to  assist  in  the  design  of  new  facilities. 
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SURVEYING  DIVISION. 

We  recommend  the  establishment  of  a  Surveying  Division  in  the 
Public  Works  Department.  This  division  would  consolidate  all  survey¬ 
ing  now  carried  out  by  the  various  sections  of  the  Works  Department 
with  the  work  of  the  present  Surveying  Division.  The  establishment  of 
this  division  would  help  to  consolidate  the  physical  design  functions 
dealing  with  City  projects  and  Local  Improvements.  It  would  result 
in  a  reduction  in  the  travel  of  paper  required  to  process  projects  and 
would  assist  in  the  scheduling  of  projects. 

The  proposed  plan  of  organization  of  the  Surveying  Division  is 
shown  in  chart  form  on  the  opposite  page.  The  Director  of  Surveying 
would  be  responsible  to  the  Commissioner  of  Public  Works  for  the 
operations  of  the  three  sections  of  the  Division.  The  functions  of  these 
sections  would  be  as  follows: 

Legal  Boundary  Section. 

1.  To  make  legal  boundary  searches  and  descriptions  and  legal 
boundary  surveys  upon  request. 

2.  To  assist  the  Legal  Department  and  the  Real  Estate  Division 
in  arbitrations  and  actions  involving  real  property  and  on 
questions  of  property  or  title  boundaries  upon  request. 

General  Survey  Section. 

1.  To  make  technical  surveys  to  develop  physical  condition  lay¬ 
outs,  contours  and  to  supply  other  information  required  to 
design  and  layout  projects. 

2.  To  make  technical  surveys  to  determine  the  progress  on  pro¬ 
jects. 

3.  To  make  surveys  as  requested  by  the  Building  Regulation  Divi¬ 
sion  to  check  on  the  location  of  buildings.  These  surveys 
would  also  be  made  to  check  buildings  for  encroachments  and 
to  establish  survey  reference  points. 

Clerical  Section. 

1.  To  control  the  internal  schedules  of  work  of  the  Division. 

2.  To  provide  stenographic,  clerical  and  filing  services. 

Consolidation  of  all  surveying  would  avoid  the  present  situation 
of  having  three  or  more  survey  parties  working  on  a  single  City  project 
more  or  less  simultaneously  but  under  different  supervision  and  for 
different  purposes.  All  survey  work  would  be  integrated  with  a  conse¬ 
quent  reduction  in  duplication  and  a  lowering  of  survey  costs. 
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There  is  now  insufficient  liaison  between  the  present  Buildings 
Department  and  the  Surveying  Division.  Consequently,  on  surveys 
made  for  inspection  of  encroachments  on  new  construction  of  buildings 
it  is  necessary  for  the  survey  parties  to  make  continual  check  visits  to 
the  location  until  the  construction  commences.  This  results  in  numer¬ 
ous  unnecessary  trips.  We  suggest  closer  liaison  between  the  proposed 
Building  Regulation  Division  and  the  Surveying  Division  and  we  have 
recommended  in  the  section  on  the  Building  Regulation  Division  that  the 
Building  Inspector  be  responsible  for  notifying  the  Surveying  Division 
when  surveys  are  required  and  can  be  commenced. 

We  have  proposed  that  all  draughting  operations  be  consolidated 
in  the  Engineering  Division.  Survey  notes  would  be  supplied  to  the 
Draughting  Section  and  designated  personnel  in  that  section  would  be 
trained  and  available  to  make  drawings  for  land  survey  and  other  pur¬ 
poses.  In  our  report  under  the  Draughting  Section  of  the  Engineering 
Division  we  have  made  several  suggestions  on  changes  in  methods 
and  procedures  including  a  reduction  of  the  draughting  required  for 
projects  involving  land  acquisition  for  construction  of  Local  Improve¬ 
ments. 
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EQUIPMENT  DIVISION. 

We  recommend  that  an  Equipment  Division  be  established  in  the 
Public  Works  Department,  combining  the  garage  activities  now  per¬ 
formed  in  the  Works,  Streets,  Property,  Parks  and  Fire  Departments. 
This  Division  would  provide  limited  repair  and  inspection  services  in 
four  district  garages,  and  major  overhaul  services  in  a  centrally  located 
shop.  The  Division  would  also  provide  a  central  control  point  for  the 
allocation  of  cars,  trucks  and  important  equipment,  and  be  responsible 
for  analysing  such  problems  as  replacement  policies,  preventive  main¬ 
tenance  schedules,  equipment  specifications  and  future  equipment  needs. 

The  establishment  of  this  Division  should  provide  important  savings 
through  the  more  effective  use  of  shop  facilities  and  the  skills  of  the 
men  in  the  shops.  It  should  ensure  that  the  best  possible  use  was  made 
of  vehicles  and  important  equipment,  by  providing  an  overall  allocation 
system.  It  should  allow  also  the  appointment  of  a  highly-trained  indivi¬ 
dual  on  the  staff  of  the  City  administration,  who  would  develop  sound 
and  consistent  maintenance  methods  and  economic  replacement  policies. 

The  Equipment  Division  would  be  under  the  supervision  of  the 
Director  of  Equipment,  who  would  be  responsible  to  the  Commissioner 
of  Public  Works.  The  main  activities  of  the  Division  would  be: 

1.  To  develop,  for  each  class  of  equipment  serviced,  preventive 
maintenance  schedules  that  were  adequate  for  the  safe,  reliable 
and  efficient  operation  of  all  cars,  trucks  and  important  pieces 
of  equipment  used  by  the  City,  and  were  consistent  with  mini¬ 
mum  costs. 

2.  To  perform  necessary  repairs  and  replacements. 

3.  To  allocate  cars,  trucks  and  other  vehicles  and  equipment  to 
the  various  users  in  the  City  organizations  on  a  basis  that  would 
provide  for  their  most  effective  use. 

4.  To  supplement  the  City’s  own  equipment  with  cars,  trucks  and 
equipment  hired  from  outside  sources  when  it  was  economical 
to  do  so. 

5.  To  train  drivers  of  cars  and  trucks,  and  the  operators  of  the 
various  types  of  special  equipment. 

6.  To  analyse  and  make  use  of  cost  records  as  a  basis  for  equip¬ 
ment  selection  and  maintenance  policies. 

7.  To  co-ordinate  the  planning  of  long-term  needs  for  equipment. 

The  proposed  plan  of  organization  for  the  Division  is  shown  in  chart 
form  on  the  following  page.  The  principal  activities  of  the  sections 
comprising  the  Equipment  Division  are  discussed  under  the  headings: 

Equipment  Standards  Section 

Equipment  Maintenance  Section 

Equipment  Control  Section 

Scheduling  and  Records  Section 
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EQUIPMENT  STANDARDS  SECTION 

The  Equipment  Standards  Supervisor  would  be  responsible  to  the 
Director  of  Equipment  for  the  following  duties: 

1.  Development  of  economic  preventive  maintenance  schedules 
for  all  important  pieces  of  equipment  serviced  by  the  City. 

2.  Establishment  and  adminstration  of  replacement  policies  for 
each  of  the  main  classes  of  equipment. 

3.  Setting  up  work  standards  for  the  Equipment  Maintenance 
Section. 

4.  Recommendation  or  approval  of  equipment  to  be  purchased, 
including  auxiliary  items  and  supplies. 

5.  Planning  present  and  future  maintenance  facilities  in  the 
Division. 

Development  of  Preventive  Maintenance  Schedules. 

Substantial  economies  should  be  possible  through  the  systematic 
development  of  preventive  maintenance  schedules  for  each  of  the  main 
classes  of  equipment.  Although  all  the  garages  now  perform  regular 
checks  on  the  vehicles  they  service,  there  is  considerable  variation  be¬ 
tween  garages  as  to  what  is  examined  during  each  week,  and  as  to  the 
interval  between  examinations  of  particular  parts. 

The  Equipment  Division  would  be  responsible  for  maintaining  the 
equipment  in  a  condition  which  would  result  in  its  safe,  efficient  and 
reliable  operation  and  keeping  to  a  minimum  the  equipment  “down¬ 
time”  with  its  inherent  cost  of  providing  extra  repair  facilities,  and 
cost  of  having  equipment  stand  idle.  The  establishment  of  a  program 
of  preventive  maintenance  to  attain  these  two  objectives  would  require 
controlled  and  lengthy  experiments  and  careful  analysis  of  operating 
and  maintenance  costs.  Manufacturers  could  render  considerable  assis¬ 
tance  in  setting  up  such  programs,  but  ultimate  economies  can  be  made 
only  after  a  comprehensive  study  of  the  City’s  particular  equipment 
and  operations. 

Replacement  Policies. 

In  the  course  of  our  survey  it  became  apparent  that,  in  many 
instances,  vehicles  and  other  equipment  are  kept  in  service  well  beyond 
the  point  of  justifiable  repair.  Consequently  we  recommend  that  the 
Equipment  Standards  Section  make  a  systematic  study  of  the  relation¬ 
ship  between  replacement  costs  and  repair  and  rehabilitation  costs  on 
all  types  of  vehicles  and  equipment. 

In  making  the  proposed  study  the  Section  would  consider  such 
factors  as  age,  mileage,  performance,  repair  record,  etc.  On  this  basis 
replacement  policies  would  be  stated  and  replacement  schedules  set-up. 
Although  in  the  normal  course  each  vehicle  would  be  disposed  of  after 


262 


SURVEY  OF  CIVIC  ADMINISTRATION 


a  specific  time  or  after  a  certain  measured  use  (e.g.  mileage),  it  would 
be  imprudent  to  adhere  rigidly  to  a  prescribed  schedule. 

A  degree  of  flexibility  would  be  necessary  in  order  to  deal  realistic¬ 
ally  with  equipment  that  had  an  unusual  record  of  performance  and 
repair,  either  good  or  bad.  Each  vehicle  would  have  a  card  recording 
its  history  and  showing  the  dates  and  costs  of  repairs,  both  routine 
and  special,  mileage  at  periodic  dates,  etc. 

This  record  would  be  reviewed  at  stated  intervals  and  at  a  specified 
time  in  advance  of  the  normal  replacement  date.  It  would  also  be 
reviewed  at  times  of  impending  costly  repairs  whether  caused  by  wear 
and  tear,  accident,  misuse,  or  unexpected  failure.  In  this  way  errors 
resulting  from  undue  adherence  to  system  would  be  forestalled  and 
proper  use  made  of  the  judgment  of  competent  persons. 

Maintenance  Work  Standards. 

We  recommend  that  the  Equipment  Standards  Section  be  responsible 
for  developing  work  standards  for  repair  work.  These  standards  would 
list  the  average  time  required  to  do  the  various  classes  of  work.  The 
standards  would  be  supplied  to  the  Scheduling  and  Records  Section  for 
its  use  in  developing  schedules  to  provide  an  orderly  flow  of  work 
through  the  garages.  It  is  recognized  that  cases  will  arise  in  which  a 
particular  repair  operation  on  a  piece  of  equipment  is  done  so  infre¬ 
quently  that  a  standard  is  difficult  to  set.  However,  it  should  be  possible 
to  establish  sufficiently  accurate  standards  for  most  of  the  work  done. 

It  has  been  the  experience  of  many  large  users  of  equipment  that 
in  some  cases  services  such  as  body  and  fender  repairs,  engine  rebuild¬ 
ing,  and  the  rebuilding  of  components  such  as  carburetors,  etc.,  can  be 
performed  more  cheaply  by  outside  firms  who  are  organized  to  do  this 
work  on  a  production  basis.  On  the  other  hand,  where  highly  specialized 
equipment  is  involved,  and  the  servicing  of  it  is  not  familiar  to  outside 
shops,  it  is  necessary  for  the  user  to  provide  his  own  service  facilities. 
A  periodic  analysis  and  comparison  of  the  cost  of  work  being  done 
in  the  City  garages  with  prices  at  which  it  could  be  done  outside  would 
indicate  where  savings  could  be  made  by  having  the  work  done  outside. 
The  necessary  analysis  would  be  performed  by  the  Equipment  Standards 
Section. 

Equipment  Recommendation  and  Approval. 

Orders  for  equipment  would  be  initiated  within  the  Equipment  Divi¬ 
sion  if  the  equipment  is  to  replace  items  that  have  become  outworn  in 
service,  or  to  replace  an  item  that  is  being  rented  on  an  uneconomic 
basis.  However,  orders  would  also  be  initiated  by  the  Divisions  or 
Departments  that  are  users  of  the  equipment.  We  recommend  that 
in  all  cases  such  orders  be  approved  by  this  section,  since  because 
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of  their  experience,  records  and  methods  of  analysis,  they  would  be  in 
a  position  to  make  sound  proposals.  Such  factors  as  versatility,  operating 
efficiency  and  economical  maintenance  can  be  examined  objectively  by 
this  group  as  records  of  past  experience  are  built  up. 

There  is  wide  variation  among  departments  in  the  nature  of  equip¬ 
ment  specifications  for  basically  similar  work.  We  recommend  that 
one  of  the  duties  of  the  Equipment  Standards  Section  be  to  work 
with  the  Standards  and  Specifications  Section  of  the  Finance  Depart¬ 
ment  in  preparing  standard  specifications  for  cars,  trucks  and  other 
equipment  used  in  some  quantity  by  the  City.  By  issuing  to  all 
approved  manufacturers  a  set  of  standard  specifications,  the  tendering 
procedure  would  be  on  the  basis  of  specification  number,  and  a  great 
deal  of  paper  work  would  be  eliminated. 

As  experience  and  adequate  records  are  built  up  by  this  group,  and 
analysis  techniques  developed  and  perfected,  it  would  be  found  that 
many  economies  could  be  made  in  the  purchase  of  auxiliary  equipment 
and  supplies.  This  has  been  the  experience  of  other  large  organizations 
who  have  established  such  a  group,  such  as  the  Hydro  Electric  Power 
Commission  of  Ontario,  and  the  Department  of  Highways  of  Ontario. 

The  Equipment  Standards  Section  would  be  responsible  for  carry¬ 
ing  out  joint  studies  with  the  using  departments  in  order  to  determine 
the  value  of  such  items  of  auxiliary  equipment  as  two-way  radios.  There 
are  no  doubt  instances  where  valuable  labour  and  equipment  time 
would  be  saved  if  such  auxiliary  equipment  were  available.  However, 
as  large  expenditures  are  involved  a  recommendation  should  be  made 
only  after  the  most  careful  analysis  of  the  individual  circumstances. 

EQUIPMENT  MAINTENANCE  SECTION. 

The  General  Superintendent  of  Equipment  Maintenance  would  be 
responsible  to  the  Director  of  Equipment  for  the  performance  of  all 
maintenance  inspections,  repairs  and  major  overhauls  on  City-owned 
equipment,  and  for  driver  and  operator  training.  His  staff  would  consist 
of  a  Driver  and  Operator  Training  Supervisor,  four  District  Superinten¬ 
dents,  and  an  Overhaul  Shop  Superintendent. 

Depending  upon  the  outcome  of  a  more  detailed  study  of  the  work 
to  be  performed,  it  may  be  found  desirable  that  the  work  of  the  Central 
District  and  the  Overhaul  Shop  be  performed  in  the  same  location.  In 
that  case,  probably  only  one  superintendent  would  be  needed. 

Driver  and  Operator  Training. 

No  formal  training  program  exists  for  either  drivers  or  heavy 
equipment  operators.  We  recommend  that  such  a  program  be  instituted, 
co-incident  with  the  establishment  of  centralized  garage  control  and 
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standardized  maintenance  procedures.  The  training  program  would 
include  instruction  in  the  safe,  efficient  operation  of  the  equipment  to 
be  managed,  and  instruction  in  its  proper  care.  To  reduce  garage  re¬ 
quirements  to  a  minimum,  it  is  suggested  that  the  drivers  or  operators 
be  held  responsible  for  lubrication,  oil  changes,  tire  inflation,  anti¬ 
freeze,  radiator  water  level,  gasoline,  washing  and  storage,  on  a 
routine  check-list  basis. 

We  recommend  that  the  Driver  and  Operator  Training  Supervisor, 
in  addition  to  providing  instruction,  should  have  the  responsibility  for 
recommending  disqualification  of  an  operator  for  sufficient  cause  such 
as  mis-management  or  abuse  of  equipment.  Also  the  Supervisor  would 
maintain  liaison  between  the  Equipment  Maintenance  Section  and  the 
users  of  the  equipment  on  matters  affecting  operator  methods  and 
maintenance. 

District  Garages. 

The  work  done  by  the  district  garages  would  be  limited  as  far  as 
possible  to  preventive  maintenance  inspections,  adjustments  and  the 
replacement  of  defective  assemblies.  By  limiting  the  scope  of  operations 
both  specialized  repair  equipment  and  garage  space  in  the  districts 
would  be  kept  to  a  minimum.  Important  overhaul  work  and  the  dis¬ 
assembly  and  repair  of  components  would  be  done  in  the  major  Over¬ 
haul  Shop  as  noted  below. 

Emergency  towing  service  would  be  made  available  from  the 
Central  District  Garage  and  from  one  or  more  other  district  garages  as 
well  if  circumstances  so  dictated. 

Overall  schedules  of  work  load  would  be  supplied  by  the  Scheduling 
and  Records  Section.  A  dispatcher  would  be  assigned  to  the  garage 
by  the  Scheduling  and  Records  Section  to  assist  in  arranging  the 
detailed  program,  and  to  do  other  related  clerical  work. 

Overhaul  Shop. 

We  have  recommended  that  the  Equipment  and  Standards  Section 
carefully  study  all  important  overhaul  work,  to  determine  whether  or 
not  such  work  can  be  performed  more  cheaply  or  better  by  outside 
firms.  Outside  firms  are  unlikely  to  have  facilities  for  the  overhaul  of 
certain  specialized  equipment,  and  it  is  recognized  that  the  City  must 
continue  to  do  this  work  in  any  event.  All  overhaul  work  done  by  the 
City  would  be  centralized  in  one  shop. 

As  in  the  case  of  the  district  garages,  work  coming  into  the  Over¬ 
haul  Shop  would  be  controlled  by  schedules  supplied  by  the  Scheduling 
and  Records  Section. 
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EQUIPMENT  CONTROL  SECTION. 

The  Equipment  Control  Section  would  provide  centralized  control 
for  the  economic  allocation  of  cars,  trucks  and  other  vehicles  and 
equipment  to  the  various  users  in  the  City  organization.  The  Equipment 
Control  Supervisor  would  be  responsible  to  the  Director  of  Equipment 
for  the  following  duties: 

1.  Allocation  of  automobiles,  trucks  and  other  equipment  to  the 
users. 

2.  Hiring  or  leasing  of  equipment  necessary  to  supplement  that 
owned  by  the  City. 

3.  Analysis  of  costs  necessary  to  determine  when  hired  equipment 
is  less  costly  than  City  owned  equipment,  and  vice-versa. 

4.  Co-ordination  of  planning  for  future  equipment  requirements 
of  the  City. 

5.  Recommendation  of  equipment  purchases  when  savings  over 
the  cost  of  hiring  would  result. 

6.  Maintenance  of  records  charging  the  time  of  particular  vehicles 
or  equipment  to  the  respective  users. 

7.  Supervision  of  chauffeurs. 

The  Equipment  Control  Section  would  maintain  current  information 
on  the  extent  to  which  the  individual  vehicles  and  equipment  were 
being  used.  In  some  cases  this  information  would  indicate  that  use 
had  diminished  to  the  point  where  less  equipment  was  required  by  the 
Department  concerned.  In  the  cases  of  infrequent  use  of  cars,  considera¬ 
tion  should  be  given  to  having  the  individual  concerned  use  his  own  car 
at  specific  mileage  rates. 

The  Section  would  analyse  current  requirements  as  a  basis  for 
planning  for  future  needs.  It  would  obtain  estimates  of  equipment 
requirements  from  the  Departments  and  would  combine  these  figures 
to  determine  the  net  requirements  of  the  City  for  the  most  economical 
use  of  equipment. 

Drivers  and  equipment  operators  would  report  to  the  operating 
divisions  using  the  equipment  except  that  the  limited  number  of 
chauffeurs  driving  cars  for  the  elected  officials  and  for  the  car  pool 
would  report  to  this  section. 

SCHEDULING  AND  RECORDS  SECTION. 

The  Scheduling  and  Records  Supervisor  would  be  responsible  to 
the  Director  of  Equipment  for  the  following  centralized  duties: 

1.  Maintenance  of  work  records  and  operating  records  on  all 
equipment  under  the  jurisdiction  of  the  Division. 

2.  Compilation  of  work  schedules  for  the  district  garages  and  the 
Overhaul  Shop. 
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3.  Listing  of  equipment  rental  rates  and  cost  standards  as 
supplied  by  the  Equipment  Standards  and  Control  Sections. 

4.  Provision  of  stenographic,  filing  and  general  clerical  services 
for  the  Division. 

A  well-designed  and  comprehensive  system  of  records  would  be 
maintained  by  this  Section,  and  would  be  essential  for  the  effective 
operation  of  the  Equipment  Division.  This  system  of  records  would  be 
developed  in  conjunction  with  the  methods  and  procedures  study  which 
we  recommended  previously  in  the  report. 

The  records  would  include  detailed,  accurate  and  up-to-date  repair 
and  maintenance  costs,  and  records  of  maintenance  and  operating 
history  of  each  piece  of  equipment.  The  records  would  provide  the 
information  for  objective  analysis  by  officials  of  the  Division  to  arrive 
at  policy  decisions  and  to  gain  day-to-day  control  of  operations.  The 
volume  of  records  and  the  detailed  information  to  be  obtained  from 
them  would  warrant  consideration  being  given  to  the  use  of  punched 
card  equipment  and  methods. 

From  the  equipment  records  and  from  information  on  current  work 
loads  of  the  garages,  a  work  load  schedule  for  garages  and  equipment 
would  be  developed.  This  section  would  work  with  the  Equipment 
Maintenance  Section  and  the  Equipment  Standards  Section  in  setting  up 
this  schedule.  The  schedule  would  include  sufficient  leeway  for  emer¬ 
gency  work. 

Dispatchers  would  be  located  at  the  garages  to  receive  the  overall 
schedules  from  the  Section  and  convert  them  into  hour-by-hour  pro¬ 
grams,  ensuring  that  the  vehicles  would  be  available  when  required. 
These  dispatchers  would  be  responsible  to  this  Section  and  would 
carry  out  other  clerical  work  in  the  garages  as  required. 
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The  Public  Health  Department  will  be  under  the  direction  of  the 
Medical  Officer  of  Health  who  will  report  to  the  Local  Board  of  Health. 
The  main  activities  of  the  Department  will  include  the  following: 

1.  The  provision  of  Public  Health  Nursing  services  on  a  gener¬ 
alized  basis,  not  to  include  bedside  nursing  but  to  include 
advice  on  the  care  of  the  new-born,  pre-natal  and  post-natal 
health  instruction,  pre-school  and  school  hygiene  as  well  as 
health  instruction  and  advice  to  adults,  both  in  the  home  and  in 
hospital  clinics  and  wards. 

2.  The  provision  of  medical  and  dental  services  in  the  schools  and 
medical  services  to  the  indigent  sick,  not  otherwise  provided 
for. 

3.  The  inspection  of  land  and  buildings  in  the  City  as  to  un¬ 
sanitary  conditions,  alleged  nuisances  or  conditions  which  may 
be  injurious  or  dangerous  to  health.  The  inspection  of  food 
processing  and  handling  establishments,  would  be  included. 

4.  The  enforcement  of  the  Public  Health  Act  and  regulations  as 
well  as  certain  city  by-laws. 

5.  The  sanitary  inspection  of  city  dairies  and  dairy  farms  which 
supply  milk  to  city  dairies  to  ensure  that  the  regulations  are 
followed  respecting  conditions  of  production,  handling,  storing, 
transporting  and  processing. 

6.  The  provision  of  medical  examination  services  for  applicants  for 
civic  employment  (excluding  Fire  and  Police)  and  the  necessary 
examinations  for  retirement  of  civic  employees  for  disability. 

7.  The  control  of  tuberculosis,  venereal  disease  and  acute  com¬ 
municable  diseases. 

8.  The  provision  of  ambulance  services  for  the  indigent  sick, 
emergency  cases,  persons  with  communicable  disease  and  those 
who  are  injured  in  public  accidents. 

9.  To  carry  out  health  instruction  with  a  view  to  reducing  the 
incidence  of  disease;  and  to  take  measures  authorized  by  the 
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Board  of  Health  and  Council  and  designed  to  raise  the  general 
level  of  health  in  the  community. 

The  activities  listed  above  are  all  currently  being  carried  out  by 
the  Department.  In  addition  the  Department  provides  bacteriological 
laboratory  services  and  plumbing  permit  issuance  and  inspection 
service  which  we  recommend  be  transferred  elsewhere.  We  suggest 
that  the  Province  be  approached  with  respect  to  having  the  Depart¬ 
ment’s  laboratory  work  done  at  the  Provincial  Laboratories  for 
reasons  mentioned  later.  We  recommend  that  the  responsibility  for 
issuing  plumbing  permits  for  new  installations  or  alterations  and  for 
inspecting  the  work  performed  should  be  transferred  to  the  Building 
Regulation  Division,  in  order  to  co-ordinate  this  work  with  the  build¬ 
ing  permit  and  inspection  work.  These  recommendations  are  discussed 
later  in  this  section  under  the  heading  “Transfer  of  Activities”. 

The  Riverdale  Isolation  Hospital  was  transferred  to  the  Muni¬ 
cipality  of  Metropolitan  Toronto  on  Janauary  1,  1957.  We  have  not 
reviewed  the  operations  of  this  hospital. 

ORGANIZATION. 

The  Public  Health  Department  is  organized  essentially  on  a 
centralized  basis.  The  one  exception  is  the  Division  of  Public  Health 
Nursing  which  has  8  district  offices  throughout  the  city  with  a  Nursing 
Supervisor  in  charge  of  each.  A  physician  is  attached  to  each  District 
to  provide  school  medical  services  and  medical  services  for  the  indigent 
sick  not  otherwise  provided  for,  but  in  each  case  he  reports  to  the 
Division  of  Community  Health  Services  at  City  Hall,  and  has  no  res¬ 
ponsibility  for  the  Public  Health  Nursing  program  in  the  district. 
Within  the  Division  of  Food  Control  and  the  Division  of  Sanitation, 
there  are  various  sections  such  as  Restaurants,  General  Stores,  Rodent 
Control,  General  Sanitation,  etc.  in  which  inspectors  are  assigned  speci¬ 
fic  districts  in  the  city  to  cover.  The  district  boundaries  are  different 
in  each  section  and  bear  no  relation  to  the  Public  Health  Nursing 
Districts.  Consequently  all  co-ordination  of  the  various  services 
throughout  the  city  must  be  performed  at  Head  Office  by  the  Medical 
Officer  of  Health  or  his  Deputy.  This  is  illustrated  in  the  organization 
chart  shown  on  pages  269-70.  It  will  be  noted  that  a  total  of  14 
different  Division  and  Section  Heads  report  direct  to  the  Deputy 
Medical  Officer  of  Health  and  through  him  to  the  Medical  Officer  of 
Health.  This  situation  could  be  eased  by  grouping  two  or  more  of  the 
closely  related  services.  However  in  a  city  as  large  as  Toronto,  health 
services  lend  themselves  naturally  to  organization  on  a  geographic 
basis  and  we  recommend  that  a  decentralized  form  of  organization  be 
adopted  by  the  Public  Health  Department  for  the  reasons  outlined 
below. 
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Under  this  plan  all  services  within  a  particular  geographical  area 
or  district  would  be  directed  from  the  respective  District  Health  Office 
by  a  District  Medical  Officer  of  Health.  These  services  would  be: 

Public  Health  Nursing. 

School  Medical  Services. 

Medical  Services  to  the  Indigent  Sick. 

Dental  Services. 

Food  and  Sanitation  Control. 

Quarantine  Inspection  and  Communicable  Disease  Control. 

This  organization  would  have  the  following  advantages: 

(1)  Better  supervision  and  co-ordination  of  services  within  the 
district  could  be  provided  since  the  District  Medical  Officer  of 
Health  would  co-ordinate  and  direct  all  the  health  services 
provided  for  his  district.  He  would  become  familiar  with  the 
Public  Health  needs  of  the  area  under  his  jurisdiction  and  be 
able  to  recommend  ways  of  meeting  these  needs. 

(2)  It  would  allow  the  Medical  Officer  of  Health  more  time  for 
developing  overall  policy,  for  planning  future  programs,  and 
for  dealing  with  the  Local  Board  of  Health,  Board  of  Control 
and  outside  health  and  welfare  authorities. 

(3)  Less  travelling  time  would  be  required  on  the  part  of  in¬ 
spectors  since  they  would  receive  all  their  supervision  and 
direction  from  the  District  Office  rather  than  travelling  daily 
to  Head  Office  in  the  congested  down-town  area. 

(4)  Less  office  space  would  be  necessary  in  the  expensive  down¬ 
town  area. 

(5)  It  would  be  possible  to  compare  the  performance  of  the  differ¬ 
ent  districts. 

(6)  Demonstration  units  or  pilot  studies  of  new  techniques  or 
programs  could  be  tested  in  a  single  district.  They  could 
then  be  introduced  into  other  districts  with  a  minimum  of  dis¬ 
ruption. 

(7)  The  decentralized  organization  would  lend  itself  to  the  pro¬ 
vision  of  health  services  throughout  the  Metropolitan  area 
if  this  became  a  matter  for  consideration  at  a  later  date. 

(8)  The  positions  of  District  Medical  Officer  of  Health  would  pro¬ 
vide  excellent  training  and  experience  for  future  Medical 
Officers  of  Health. 

We  recommend  the  plan  of  organization  shown  on  pages  273-74. 
We  suggest  that  the  city  be  divided  into  four  districts  for  health 
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purposes  as  follows:  western,  northern,  central  and  eastern.  The  pres¬ 
ent  Head  Office  Divisions  would  become  largely  planning  and  research 
groups  comprised  of  specialists  in  their  respective  fields  having  prac¬ 
tically  no  operating  responsibilities.  They  would  act  solely  as  con¬ 
sultants  to  the  district  organizations,  leaving  orders  and  instructions 
to  the  districts  as  the  responsibility  of  the  Deputy  Medical  Officer  of 
Health.  However,  they  would  develop  recommendations  as  to  policies 
and  procedures  and  set  up  standards  for  the  work  done  in  the  district 
which,  when  approved  by  the  Medical  Officer  of  Health  and  the 
Board  of  Health  or  Board  of  Control  where  necessary,  would  be  ob¬ 
served  by  the  district  organizations  upon  instruction  from  the  Deputy 
Medical  Officer  of  Health.  All  services  and  activities  in  respect  of 
Public  Health  would  be  directed  by  a  District  Medical  Officer  of  Health 
as  chief  executive  officer  for  Public  Health  in  the  district.  He  would 
do  this  in  much  the  same  manner  as  a  Medical  Officer  of  Health  would 
in  a  municipality  one-quarter  the  size  of  Toronto,  with  these  important 
exceptions:  he  would  carry  out  the  general  policies  and  procedures 
laid  down  by  the  central  authority,  and  he  would  have  available  to 
him  the  consultant  services  of  the  staff  specialists  at  Head  Office. 

Since  the  work  of  the  District  Medical  Officer  of  Health  would  be 
partly  administrative  and  partly  medical  it  is  obvious  that  persons 
selected  for  these  posts  should  have  a  combination  of  medical  and 
administrative  talents,  and  we  suggest  that  the  District  Medical  Officers 
of  Health  be  chosen  as  much  for  administrative  ability  as  for  pro¬ 
ficiency  in  medicine. 

Because  of  the  additional  responsibility,  the  salaries  of  District 
Medical  Officers  of  Plealth  would  have  to  be  higher  than  those  of  the 
present  District  Physicians.  Since  District  Physicians  would  still  be 
required  to  provide  medical  services  in  the  schools  and  elsewhere  in 
the  district,  it  would  appear  at  first  glance  that  additional  salary  costs 
would  result  from  decentralization.  This  is  unlikely  to  be  so  because 
of  the  following  reasons: 

(1)  The  Head  Office  divisions  would  be  reduced  to  the  point  where 
for  the  most  part  only  persons  carrying  out  planning  and 
research  would  remain.  Most  of  those  now  giving  operating 
direction  would  be  transferred  to  the  districts. 

(2)  Better  co-ordination  and  control  in  the  Districts  would  permit 
reductions  in  operating  staff  or  the  provision  of  a  higher  level 
of  services. 

(3)  The  Department  is  now  inadequately  staffed  from  a  super¬ 
visory  standpoint — a  situation  that  would  be  necessary  to  cor¬ 
rect  in  any  event.  For  example  in  the  Division  of  Sanitation, 
the  Supervisor  of  Sanitation  gives  direct  supervision  to  16 
Health  Inspectors  and  about  10  clerks  as  well  as  general 
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supervision  to  3  Senior  Health  Inspectors.  In  the  Division  of 
Dental  Services  with  a  staff  of  about  80  Dentists,  Dental 
Assistants  and  clerks  there  are  no  supervisory  personnel  ex¬ 
cept  the  Director  of  the  Division. 

In  re-organizing  the  Department  on  a  decentralized  basis,  it  is 
essential  that  the  personnel  of  the  Department  be  made  fully  aware  of 
the  changes  in  their  responsibilities.  This  is  particularly  true  of  the 
Head  Office  groups  who  would  act  in  a  consulting  capacity  instead  of 
directing  a  program  as  they  now  do.  The  Heads  of  these  groups  would 
act  solely  in  an  advisory  capacity  except  in  relation  to  their  own 
assistants  or  any  small  staffs  performing  a  service  that  is  impractical 
to  decentralize.  Such  services  might  be  the  tracing  of  “contacts”  in 
Venerial  Disease  Control  or  the  inspection  of  dairy  farms. 

With  respect  to  the  enforcement  of  Public  Health  Statutes,  Regu¬ 
lations  and  By-laws  we  suggest  that  prosecutions  be  handled  centrally 
by  Head  Office  and  that  approval  of  the  Medical  Officer  of  Health  or 
his  Deputy  should  probably  be  obtained  by  the  District  Medical  Officer 
of  Health  before  sending  out  a  final  letter  threatening  court  action. 

Implementation  of  Proposed  Decentralized  Plan  of  Organization. 

Changing  from  a  centralized  to  a  decentralized  organization  will  in¬ 
volve  important  changes  in  the  duties  and  responsibilities  of  the  senior 
personnel  and  in  the  method  of  operating.  It  would  probably  be  ad¬ 
visable  to  set  up  one  district  as  a  pilot  study  before  decentralizing 
the  rest  of  the  Department.  As  stated  earlier,  it  is  essential  that  the 
District  Medical  Officers  of  Health  be  of  a  particularly  high  calibre 
and  it  may  even  be  necessary  to  recruit  men  from  outside  the  present 
department.  It  is  especially  important  that  the  first  District  Medical 
Officer  of  Health  appointed  be  capable  of  administering  his  district  in  a 
highly  effective  manner  in  order  to  develop  the  model  on  which  the 
other  districts  would  be  patterned.  If  the  plan  is  introduced  soon, 
one  of  the  Districts  might  well  be  able  to  provide  a  capable  trained 
man  for  the  position  of  Deputy  Medical  Officer  of  Health,  when  the 
present  Medical  Officer  of  Health  retires  in  a  few  years. 

Proposed  Duties  and  Responsibilities  of  Senior  Personnel. 

Set  out  below  is  a  brief  outline  of  the  proposed  duties  and  res¬ 
ponsibilities  of  the  key  personnel,  which  we  recommend  as  a  basis 
for  an  organization  manual: 

Medical  Officer  of  Health. 

The  Medical  Officer  of  Health  would  be  responsible  to  the  Local 
Board  of  Health  for  the  administration  of  the  Public  Health  Depart¬ 
ment. 
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His  duties  would  include  the  following: 

1.  He  would  be  a  member  of  the  Local  Board  of  Health  and  would 
act  as  an  executive  officer  of  the  Board. 

2.  He  would  be  responsible  to  the  Local  Board  of  Health  for 
carrying  out  the  provisions  of  the  Public  Health  Act  and  Regu¬ 
lations  of  the  Province  of  Ontario,  and  of  the  public  health  and 
sanitary  by-laws  of  the  city.  He  would  ensure  that  the  regu¬ 
lations  contained  in  these  statutes  and  by-laws  were  enforced. 

3.  He  would  prepare  recommendations  as  to  the  program  of  Public 
Health  and  upon  approval  by  the  Local  Board  of  Health,  the 
Board  of  Control  and  Council,  he  would  plan,  organize  and  direct 
all  the  activities  of  the  Public  Health  Department  necessary 
to  carry  out  the  approved  program. 

Deputy  Medical  Officer  of  Health. 

The  Deputy  Medical  Officer  of  Health  would  be  responsible  to 
the  Medical  Officer  of  Health  for  the  administration  of  health  services 
in  the  Health  Districts.  His  duties  and  responsibilities  would  include 
the  following: 

1.  He  would  supervise  and  co-ordinate  the  activities  of  the  District 
Medical  Officers  of  Health  and  ensure  that  the  approved  policies 
and  procedures  were  followed  in  the  districts. 

2.  He  would  act  for  the  Medical  Officer  of  Health  in  his  absence. 

3.  He  would  make  recommendations  as  to  changes  in  the  district 
program  or  activities. 

4.  He  would  assist  the  Medical  Officer  of  Health  in  planning,  or¬ 
ganizing  and  directing  all  the  activities  of  the  Department. 

Communicable  Disease  Consultant. 

The  Communicable  Disease  Consultant  would  be  responsible  to  the 
Medical  Officer  of  Health  for  advising  on  all  matters  relating  to  the 
control  of  communicable  disease,  i.e.,  venereal  disease,  tuberculosis 
and  acute  communicable  diseases.  His  duties  and  responsibilities  would 
include  the  following: 

1.  He  would  make  recommendations  to  the  Medical  Officer  of 
Health  as  to  measures  designed  to  prevent  or  control  the  spread 
of  communicable  disease  in  the  city,  particularly  as  to  actions 
which  might  be  taken  by  district  personnel.  He  would  provide 
advice  and  assistance  to  district  personnel  on  these  matters. 

2.  Through  a  supervisor,  he  would  direct  a  group  of  nurses  who 
trace  and  follow-up  venereal  disease  contacts  and  ensure  that 
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the  Provincial  Statutes  and  Regulations  were  followed.  He  would 
develop  recommendations  as  to  the  procedures  of  the  District 
Nursing  staff  in  following  up  persons  who  neglect  their  course 
of  treatment. 

3.  Through  a  supervisor,  he  would  direct  a  group  of  nurses  en¬ 
gaged  in  arranging  for  admission  of  tuberculosis  patients  to 
sanitoria,  in  visiting  patients  while  under  sanitorium  care,  and 
in  making  arrangements  for  discharge  and  post-sanitorium  care 
of  patients.  He  would  make  recommendations  as  to  the  pro¬ 
cedures  to  be  followed  by  district  personnel  in  handling  cases 
of  tuberculosis,  tracing  contacts,  preparation  for  admission  to 
sanitoria  and  rehabilitation. 

4.  He  would  provide  diagnostic  assistance  to  private  physicians 
in  connection  with  communicable  diseases  and  recommend  pro¬ 
cedures  to  be  followed  by  District  Sanitary  Inspectors  in  quar¬ 
antining  persons  infected  with  communicable  diseases. 

5.  Through  a  supervisor  he  would  direct  the  keeping  of  central 
records  of  cases  of  communicable  disease  as  required. 

Dental  Consultant. 

The  Dental  Consultant  would  be  responsible  to  the  Medical  Officer 
of  Health  for  advising  on  dental  health  matters.  His  duties  and  res¬ 
ponsibilities  would  include  the  following: 

1.  He  would  develop  recommendations  as  to  programs  to  improve 
the  dental  health  of  the  community  and  recommend  procedures 
for  carrying  out  the  dental  services  in  the  district. 

2.  He  would  organize  and  direct  such  dental  services  as  are  not 
decentralized,  i.e.  orthodontic  work,  oral  surgery,  space  main¬ 
tenance  and  x-ray  or  other  special  work. 

3.  He  would  organize  and  direct  such  special  studies  and  projects 
as  are  approved  by  the  Medical  Officer  of  Health  and  keep  the 
appropriate  District  Medical  Officer  fully  informed  on  these 
activities. 

Food  and  Sanitation  Consultant. 

The  Food  and  Sanitation  Consultant  would  be  responsible  to  the 
Medical  Officer  of  Health  for  advising  on  all  matters  relating  to  food 
control  and  sanitation.  His  duties  and  responsibilities  would  include 
the  following: 

1.  He  would  develop  recommendations  as  to  the  policies  and  pro¬ 
cedures  to  be  followed  in  the  districts  in  inspecting  food  handling 
and  processing  establishments,  general  stores,  and  other  proper- 
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ties  from  a  sanitation  point-of-view  in  compliance  with  Pro¬ 
vincial  Statutes  and  Regulations  and  relevant  city  by-laws. 

2.  He  would  direct,  through  supervisors,  the  Dairy  Inspectors  and 
the  Dairy  Farm  Inspectors. 

Community  Health  Services  Consultant. 

The  Community  Health  Services  Consultant  would  be  responsible 
to  the  Medical  Officer  of  Health  for  advising  on  all  matters  relating 
to  the  provision  of  public  health  services  in  the  community  generally, 
including  services  to  children  in  the  schools  and  medical  services  re¬ 
lated  to  the  care  of  the  indigent  sick  not  otherwise  provided  for.  His 
duties  and  responsibilities  would  include  the  following: 

1.  He  would  develop  recommendations  with  respect  to  the  pro¬ 
gram  of  school  medical  services  and  medical  services  to  the 
indigent  sick  and  the  procedures  to  be  followed  in  carrying  out 
this  work.  He  would  act  in  a  consulting  capacity  to  the  District 
Medical  Officers  of  Health  in  connection  with  these  matters. 
He  would  consult  with  the  Board  of  Education  officials  on 
school  medical  services  problems  when  requested  to  do  so  by  the 
Medical  Officer  of  Health. 

2.  He  would  direct  certain  specialized  projects  or  services  for  which 
direction  from  the  District  Officer  may  not  be  practical,  but  he 
would  keep  the  appropriate  District  Medical  Officer  of  Health 
fully  informed  on  these  activities  being  carried  out  in  the 
District. 

3.  He  would  plan,  organize  and  direct  the  medical  services  in  con¬ 
nection  with  the  examination  of  prospective  civic  employees, 
retirement  of  civic  employees  because  of  disability  and  the 
central  immunization  clinic. 

Public  Health  Nursing  Consultant. 

The  Public  Health  Nursing  Consultant  would  be  responsible  to  the 
Medical  Officer  of  Health  for  advising  on  matters  pertaining  to  the 
Public  Health  Nursing  program  of  the  Department.  Her  duties  and 
responsibilities  would  include  the  following: 

1.  She  would  develop  recommendations  concerning  the  program 
of  Public  Health  Nursing,  and  the  procedures  being  carried  out 
in  the  districts. 

2.  She  would  direct  a  group  of  specialists  who  would  provide 
teaching  and  advisory  services  and  educational  material  to  the 
district  organizations  in  such  health  education  fields  as  Nutri¬ 
tion,  Maternal  and  Child  Hygiene  and  School  Health  Services, 
etc. 
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3.  She  would  screen  applicants  for  employment  in  the  Public  Health 
Nursing  field,  advise  on  the  placing  and  promotion  of  nursing 
personnel  and  direct  the  general  department  orientation  of  new 
Public  Health  Nurses.  She  would  direct  a  continuous  program 
of  education  for  both  new  and  older  Public  Health  Nurses  in 
the  Districts.  Training  on  the  job  would  be  carried  out  under 
the  supervisors  in  the  districts. 

4.  She  would  direct,  through  a  supervisor,  the  provision  of  hospital 
health  services. 

Executive  Assistant. 

The  Executive  Assistant  would  be  responsible  to  the  Medical 
Officer  of  Health  for  the  administrative  functions  other  than  those 
which  come  under  the  direction  of  the  District  Medical  Officers  of 
Health  or  staff  specialists.  He  would  exercise  functional  direction 
and  control  over  clerical  and  administrative  procedures  in  the  Districts 
by  developing  procedures  which,  when  approved  by  the  Medical  Officer 
of  Health,  would  take  the  form  of  instructions  issued  through  the  De¬ 
puty  Medical  Officer  of  Health  to  be  followed  by  district  personnel.  His 
duties  and  responsibilities  would  include  the  following: 

1.  He  would  relieve  the  Medical  Officer  of  Health  of  administrative 
detail  involving  non-professional  matters  as  assigned. 

2.  He  would  direct,  through  a  supervisor,  the  activities  of  the 
Morgue  and  Ambulance  Section  providing  ambulance  services 
to  infectious  disease  patients,  the  indigent  sick  and  persons  in¬ 
jured  in  public  accidents,  or  for  other  emergencies. 

3.  He  would  direct,  through  a  supervisor,  the  compilation  and 
analysis  of  data  with  respect  to  vital  statistics  and  departmental 
operating  statistics. 

4.  He  would  direct,  such  accounting  activities  as  are  carried  out 
in  the  Department  such  as  the  compilation  of  the  annual  De¬ 
partmental  budget,  analysis  of  expenditure  information  re¬ 
ceived  from  the  Finance  Department,  etc. 

5.  He  would  direct  the  record  keeping  associated  with  personnel, 
reporting  of  absentees,  etc.,  and  would  deal  with  the  Personnel 
Division  on  routine  personnel  matters. 

6.  He  would  direct  such  office  services  as  mimeographing,  filing, 
switchboard,  etc. 

District  Medical  Officer  of  Health. 

The  District  Medical  Officers  of  Health  would  be  responsible  to 
the  Deputy  Medical  Officer  of  Health  for  directing  an  approved  pro¬ 
gram  of  public  health  in  each  specified  area  of  the  city,  calling  upon 
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the  advisory  services  of  the  staff  specialists  at  Head  Office,  as  required. 
Their  duties  and  responsibilities  shall  include  the  following: 

1.  They  would  direct  medical  examinations,  immunization  programs, 
and  other  health  services  in  the  schools  in  their  respective 
districts. 

2.  They  would  direct  a  generalized  Public  Health  Nursing  pro¬ 
gram  in  their  districts  to  include  school  health  services,  pre¬ 
natal  and  post-natal  education,  care  of  the  new  born,  pre-school 
and  adult  health,  and  tuberculosis  control. 

3.  They  would  direct  the  medical  services  supplied  to  the  indigent 
sick  in  their  districts,  who  are  not  otherwise  provided  for  by 
welfare  vouchers,  medical  plans,  etc. 

4.  They  would  direct  the  dental  examination  and  operative  clinics 
within  the  district. 

5.  They  would  direct  programs  designed  to  maintain  or  raise  the 
standards  of  sanitation  within  their  districts  including  food 
handling  and  processing  establishments,  general  stores,  private 
and  public  buildings,  etc. 

6.  They  would  direct  the  activities  associated  with  quarantining 
and  controlling  the  spread  of  communicable  disease  within  their 
districts. 

7.  They  would  direct  the  clerical  services  required  in  their  dis¬ 
tricts. 

Transfer  of  Activities. 

As  mentioned  earlier,  we  recommend  that  both  the  plumbing  in¬ 
spection  and  laboratory  work  be  transferred  to  other  governmental 
units.  These  matters  are  discussed  below. 

Plumbing  Inspection; 

Plumbing  Inspection  work  is  now  being  performed  by  a  Section  of 
the  Sanitation  Division  under  a  Senior  Plumbing  Inspector.  The  staff 
consists  of  9  plumbing  inspectors  and  4  clerks.  Plumbing  Permits  are 
granted  by  this  section  upon  receipt  of  applications  and  plans  for  new 
plumbing  installations  or  alterations  which  conform  to  the  relevant 
Provincial  Statutes  and  Regulations  as  well  as  the  City  by-laws.  In¬ 
spections  are  made,  upon  notification,  at  various  stages  of  the  work  to 
ensure  that  the  regulations  are  observed.  In  addition,  the  inspectors 
check  on  reports  of  plumbing  installations  being  made  without  a  permit 
or  by  persons  without  a  plumber's  license. 

We  recommend  that  this  plumbing  inspection  work  be  transferred 
to  the  Building  Regulation  Division  for  the  following  reasons: 
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(1)  The  nature  of  the  work  is  closely  related  to  the  other  building 
trades.  On  most  construction  jobs  both  building  and  plumbing 
permits  are  required.  It  would  be  possible  to  provide  better 
co-ordination  of  plan  examination  and  inspection  for  building 
permits  with  that  for  plumbing  permits. 

(2)  Much  of  the  plumbing  inspectors’  work  involves  reviewing  the 
quality  of  workmanship  and  the  policing  of  unlicensed  plum¬ 
bers,  which  are  matters  with  which  Health  officials  are  only 
indirectly  concerned. 

(3)  While  it  is  necessary  for  health  authorities  to  be  consulted  in 
the  formulation  and  writing  of  plumbing  regulations,  it  is  not 
necessary  that  health  authorities  enforce  the  regulations,  once 
they  have  been  written. 

(4)  It  would  be  more  convenient  to  the  owners  or  contractors  to 
have  building  and  plumbing  plans  approved  at  the  same  loc¬ 
ation. 

(5)  It  would  be  much  easier  to  deal  with  applications  for  plumbing 
permits  which  violate  zoning  or  other  regulations. 

Laboratories: 

There  are  about  10  employees  located  in  the  Public  Health  Labor¬ 
atory  including  the  Director  and  Assistant  Director. 

A  large  part  of  its  work  is  concerned  with  testing  samples  of  raw 
milk  taken  at  the  city  dairies  as  well  as  pasteurized  milk  samples 
taken  from  retail  outlets.  The  Laboratories  also  make  bacteriological 
tests  on  water  samples,  beverages,  etc.,  and  conducts  other  laboratory 
examinations  of  diphtheria  cultures,  swabs  of  restaurant  dishes  and 
sputum  for  tuberculosis,  etc.  The  cost  of  operating  the  Laboratories 
amounts  to  about  $50,000.  per  year. 

The  Laboratories  are  located  on  the  fourth  floor  of  the  City  Hall 
in  what  appears  to  be  inadequate  quarters.  We  understand  that  Tor¬ 
onto  was  one  of  the  first  cities  to  introduce  modern  laboratory  services 
to  Public  Health  work.  However,  our  observations  indicate  that  much 
of  the  equipment  is  now  outdated,  and  the  quarters  need  remodelling 
to  bring  them  up  to  present  day  standards.  We  suggest  there  are  3 
alternatives  as  follows: 

(1)  Remodelling  and  installing  new  equipment  in  the  present 
location; 

(2)  Setting  up  a  laboratory  in  a  new  city  building; 

(3)  Negotiating  with  the  Province  to  take  over  the  laboratory 
services. 
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We  recommend  that  the  third  alternative  be  adopted.  Toronto  and 
Hamilton  are  the  only  cities  in  Ontario  now  operating  a  laboratory. 
The  other  municipalities  send  their  samples  and  specimens  to  the 
Laboratory  operated  by  the  Province.  We  understand  that  negoti¬ 
ations  have  already  commenced  with  the  Province  and  we  suggest 
that  these  be  followed  up  to  effect  an  agreement.  We  believe  that 
overall  economies  could  be  effected  in  this  way  by  better  utilization  of 
the  staff  and  equipment  in  a  larger  unit.  In  addition,  uniform  inter¬ 
pretation  of  the  results  would  be  assured.  The  geographic  location 
of  the  Laboratories  is  not  critical  and  the  location  of  the  Provincial 
Laboratories  would  be  equally  convenient  for  picking  up  and  delivering 
samples  and  equipment. 

Any  activities  which  may  not  be  transferred  to  the  Province  such 
as  distribution  of  biological  supplies,  toxoids,  vaccines,  etc.,  should 
be  carried  out  under  the  direction  of  the  Community  Health  Services 
Consultant. 


PROCEDURES. 

There  are  a  number  of  procedures  followed  by  the  Department 
which  are  common  to  other  Departments  and  which,  we  believe,  could 
be  simplified  to  produce  substantial  economies.  One  of  these  pro¬ 
cedures  relates  to  the  handling  of  correspondence  and  the  signing  of 
letters.  In  the  section  of  our  report  on  the  Public  Works  Department 
we  have  recommended  that  a  study  be  made  in  that  department,  in 
conjunction  with  the  Organization  and  Methods  Division,  to  develop 
simplified  procedures  for  this  work.  We  suggest  that  a  similar  study 
be  conducted  in  the  Public  Health  Department.  Under  such  a  system, 
a  policy  should  be  set  out  defining  the  type  of  correspondence  requiring 
the  signature  of  a  senior  official.  This  would  be  a  small  part  of  the 
total  correspondence.  Other  procedures  which  should  be  simplified  in 
common  with  other  departments  are  as  follows:  the  accounting  for 
postage  used  by  the  Department,  for  street  car  tickets  used  and  for 
telephone  expense  incurred  by  employees  in  the  field. 

In  this  section  of  the  report  we  outline  a  series  of  recommendations 
concerning  operating  and  clerical  procedures  which  are  specific  to  the 
Public  Health  Department.  These  are  discussed  under  the  following 
headings: 


Vital  Statistics 
Operating  Statistics 
Distribution  of  Insulin 
Recording  Compensating  Time 
Control  of  Inspections 
Approvals  for  Issuing  Licences 
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Vital  Statistics. 

A  substantial  part  of  the  clerical  work  of  the  department  is  con¬ 
cerned  with  reporting,  tabulating  and  compiling  statistical  material  for 
presentation  in  the  monthly  and  annual  reports.  The  operating  statis¬ 
tics  for  the  Department  are  prepared  in  the  Divisions  and  assembled 
by  the  Statistical  Section.  The  main  activitiy  of  the  Statistical  Section, 
however,  is  the  compilation  and  analysis  of  vital  statistics  to  assist 
the  department  in  determining  policy. 

Statistics  on  births  and  deaths  are  recorded  on  punched  cards  in 
the  Statistical  Section  and  extensive  analyses  of  births  and  deaths  in 
the  city  are  carried  out  by  means  of  the  punched  cards.  Somewhat 
similar  analyses  are  made  by  punched  card  methods,  by  the  Provincial 
Registrar  of  Vital  Statistics  and  also  by  the  Dominion  Bureau  of 
Statistics  at  a  later  date.  Toronto’s  Public  Health  Department  requires 
statistical  information  in  more  detail  than  is  required  by  the  Province 
or  the  Dominion  Bureau  of  Statistics.  For  example,  births  and  deaths 
are  analyzed  by  areas  of  the  city,  census  tracts,  or  nursing  districts 
in  order  to  assist  in  the  determination  of  specific  areas  on  which  to 
concentrate  public  health  activities.  The  other  authorities  treat  the 
City  of  Toronto  as  one  unit  and  at  the  present  time  information  is 
usually  not  available  to  the  City  authorities  early  enough  for  their 
purposes. 

In  view  of  the  extensive  duplication  in  statistical  work  among  the 
three  levels  of  government  we  believe  that  the  other  authorities 
should  be  approached  to  convene  a  conference  on  Vital  Statistics  in  an 
attempt  to  reduce  the  duplication.  Some  practical  solution  might  be 
along  the  lines  of  a  small  expansion  of  the  analysis  made  by  the 
Province,  and  the  production  of  interim  figures  for  the  municipalities 
at  an  early  date  after  the  end  of  the  month  without  waiting  for  the 
final  registration  count.  For  Public  Health  purposes  statistics  need 
not  be  100%  accurate. 

In  the  meantime,  the  City’s  punched  card  installation  could  very 
easily  produce  analyses  for  the  suburban  municipalities,  particularly 
in  connection  with  birth  statistics,  with  very  little  additional  punching 
and  analysis.  Since  births  must  be  reported  in  the  municipality  in 
which  the  birth  took  place,  and  since  most  Metropolitan  Toronto  births 
occur  in  the  city’s  hospitals,  the  City’s  Health  Department  already  has 
the  basic  data,  punched  on  cards,  which  would  be  needed  for  analyzing 
the  statistics  for  the  suburban  municipalities.  We  suggest  that  the 
other  municipalities  be  offered  statistical  data  analyzed  according  to 
their  requirements,  on  a  fee  basis. 

Within  the  City’s  own  organization,  some  duplication  exists  between 
the  Division  Registrar’s  Office  in  the  City  Clerk’s  Department,  and  the 
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Public  Health  Department.  The  Division  Registrar  sends  a  weekly  re¬ 
turn  to  the  Provincial  Department  of  Plealth  on  the  number  of  cases 
of  communicable  disease  and  the  number  of  deaths  from  such  diseases. 
For  this  report,  communicable  diseases  are  broken  down  into  43  types. 
The  information  as  to  cases  is  prepared  by  the  Public  Health  Depart¬ 
ment  and  reported  to  the  Division  Registrar  who  includes  these  figures 
in  his  weekly  report. 

The  communicable  disease  deaths,  however,  are  analyzed,  by  spread 
sheet,  in  the  Division  Registrar’s  office  and  economies  could  be  ob¬ 
tained  by  having  these  figures  prepared  by  the  Public  Health  Depart¬ 
ment.  Cards  have  been  punched  for  each  death  and  it  would  be  a  simple 
matter  to  produce  weekly  totals  of  deaths  analyzed  by  the  43  types. 
These  figures  could  be  reported  directly  to  the  Provincial  Department 
of  Plealth  by  the  City’s  Public  Health  Department. 

Operating  Statistics. 

Reports  of  work  done,  such  as  visits,  inspections,  examinations, 
etc.,  are  prepared  each  day  by  the  nurses,  doctors,  and  inspectors. 
This  provides  the  raw  data  for  rather  extensive  reports  to  the  operating 
directors  and  for  monthly  and  annual  published  reports.  The  Divisions 
tabulate  the  information  and  submit  it  to  the  Statistics  Section  for 
compilation  of  the  reports.  The  City  of  Toronto  has  prepared  detailed 
reports  cf  this  nature  for  many  years  and  was  a  leader  in  developing 
reports  of  this  kind  which  have  been  copied  to  a  large  extent  by 
health  departments  across  the  country.  The  present  reports  are  pre¬ 
pared  largely  on  the  same  basis  as  they  have  been  for  many  years, 
and  we  suggest  that  a  critical  review  of  the  material  compiled  should 
be  made  in  the  near  future  to  determine  the  value  of  the  statistics 
to  the  public  health  officials.  In  another  section  of  this  report,  we  have 
recommended  that,  in  future,  the  Information  Division  of  the  City 
Clerk’s  Department  should  compile  the  annual  report  or  reports  of  the 
city  on  the  basis  of  information  supplied  by  departments. 

There  is  often  a  tendency  to  add  information  to  such  reports  in 
order  to  study  a  particular  problem  area  and  to  continue  to  compile 
the  figures  long  after  the  need  for  study  has  ceased  to  exist.  Also 
much  of  the  information  may  be  prepared,  not  to  meet  a  current  need, 
but  to  take  care  of  any  eventuality  in  the  future. 

Many  of  the  statistics  are  presented  with  no  reference  to  com¬ 
parative  figures  last  month  or  last  year,  and,  more  important,  no 
comparison  is  possible  between  the  actual  figures  for  the  period,  and 
what  the  figures  should  have  been  or  were  expected  to  be,  according 
to  previous  planning  and  forecasting.  Consequently,  the  figures  are 
not  sufficiently  meaningful  and  are  of  little  value  for  control  purposes. 
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Once  a  sytematic  review  of  the  content  of  the  reports  is  made,  the 
manner  in  which  the  material  is  prepared  and  tabulated  should  be 
studied  to  reduce  the  heavy  volume  of  clerical  work  required  under  the 
present  manual  methods.  The  time  of  more  than  4  clerks  is  taken  up 
with  tabulating  the  figures  in  the  Divisions  alone. 

We  suggest  investigating  the  possibility  of  using  mark  sensed 
cards  for  this  purpose.  Under  this  method  the  nurse,  doctor  or  in¬ 
spector  checks  off  the  appropriate  figures  on  a  card  using  a  special 
pencil  for  the  purpose.  No  further  work  would  be  required  in  the 
Divisions.  Tabulation  would  be  performed  mechanically  by  the  Statis¬ 
tical  Section.  Punching  of  the  card  would  be  done  automatically  by  a 
machine  which  electronically  senses  the  marks  on  the  card  and  punches 
the  card  accordingly.  Tabulation  of  the  card  may  be  carried  out  using 
the  Department’s  present  sorting  machines,  with  counting  mechanisms, 
or,  the  unused  capacity  of  the  Tabulator  in  the  Public  Welfare  Depart¬ 
ment  might  be  used  for  this  purpose. 

Distribution  of  Insulin  (Public  Health  Nursing). 

Insulin  is  distributed  to  persons  who  are  certified  by  a  private 
doctor  as  needing  this  treatment,  and  who  are  unable  to  pay  for  it. 
The  Province  pays  75%  of  the  cost  while  the  City  pays  25%.  Distribu¬ 
tion  is  made  by  a  clerk  attached  to  the  Public  Health  Nursing  Division 
upon  receipt  of  a  requisition  prepared  by  the  private  physician  and 
presented  by  the  patient  requiring  the  drug.  The  patient  signs  a 
declaration  on  the  requisition  form  stating  that  he  is  unable  to  pay  for 
the  supply.  According  to  the  Provincial  regulations  each  requisition 
must  be  approved  by  the  City  Clerk  of  the  municipality  who  certifies 
that  the  patient  is  unable  to  pay  for  the  insulin,  and  applies  the  cor¬ 
porate  seal  to  the  requisition.  We  recommend  the  following: 

(1)  When  the  new  District  offices  have  been  set-up,  the  distribution 
of  insulin  together  with  vaccines  and  serums,  etc.  should  be 
carried  out  by  the  District  offices. 

(2)  The  certification  as  to  financial  means  should  be  handled  by 
the  Public  Welfare  Department  in  the  same  manner  as  author¬ 
izations  for  other  medication.  This  should  be  done  at  the 
District  level.  Provision  for  emergency  issues  should  be  made, 
pending  financial  investigation. 

(3)  The  Province  should  be  approached  with  a  view  to  modifying 
the  requirement  that  the  City  Clerk  or  his  deputy  authorize  and 
sign  requisitions  for  supplies  of  insulin.  The  City  Clerk  has  no 
direct  knowledge  or  control  over  the  issue  of  insulin  and  must 
depend  upon  information  supplied  by  the  Public  Health  De¬ 
partment.  The  regulation  results  in  unnecessary  and  time- 
consuming  procedures  when  applied  to  a  large  city  such  as 
Toronto. 
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Recording  Compensating  Time  (Public  Health  Nursing). 

In  the  Hospital  Health  Services  Section  of  the  Public  Health  Nurs¬ 
ing  Division,  many  of  the  nurses  are  required  to  attend  hospital 
clinics  which  are  held  in  the  evening.  A  record  is  kept  of  the  clinics 
attended  and  instead  of  paying  overtime  for  this  work,  half-days  are 
granted  to  the  nurses  to  compensate  for  the  night  work.  Records  are 
maintained  at  the  main  office  for  each  nurse  showing  the  clinics 
attended,  and  the  compensation  time  granted.  A  book  record  and  a 
card  record  are  both  maintained  showing  virtually  the  same  informa¬ 
tion.  Since  the  nurses’  time  has  been  re-scheduled  recently  to  eliminate 
the  practice  of  granting  compensating  time,  both  records  are  now 
unnecessary. 

Control  of  Inspections  (Food  and  Sanitation). 

Under  a  decentralized  form  of  organization,  Food  and  Sanitation 
Inspectors  would  operate  out  of  a  district  office.  Many  of  the  inspec¬ 
tions  result  from  a  telephone  call  or  a  letter  reporting  an  unsanitary 
condition.  However,  many  of  the  inspections  are  in  connection  with 
food  handling  establishments,  laundries,  barber  shops,  etc.,  for  which 
inspections  can  and  should  be  scheduled  on  a  regular  basis.  Schedules 
should  be  developed  for  inspections  for  the  various  types  of  establish¬ 
ments.  Perhaps  three  categories  should  be  developed  and  each  es¬ 
tablishment  should  be  placed  in  one  of  these  categories,  depending 
on  the  frequency  of  inspection  needed.  For  example,  category  A 
might  require  one  inspection  per  month,  category  B,  one  inspection  in 
two  months,  and  category  C,  one  inspection  in  three  months.  A  follow 
up  system  should  be  set  up  to  indicate  the  establishments  on  which 
inspections  are  overdue  according  to  the  classification  of  the  establish¬ 
ment.  Where  infractions  have  been  found,  the  follow-up  on  the  re¬ 
inspections  should  be  on  an  individual  basis. 

We  recommend  a  system  of  tabs  or  markers  which  would  be  at¬ 
tached  to  the  upper  margin  of  the  cards.  The  position  of  the  tab  on 
the  card  would  indicate  the  month  in  which  an  inspection  is  due.  When 
an  inspection  has  taken  place,  a  clerk  would  move  the  tab  to  indicate 
when  the  next  inspection  is  due.  Thus  at  a  glance,  it  would  be  possible 
to  determine  on  which  establishments  inspections  are  overdue.  The 
clerk  would  remind  the  appropriate  inspector. 

In  the  present  Food  Division,  index  cards  for  each  establishment 
under  inspection  are  maintained.  The  cards  usually  provide  spaces  to 
check  off  the  various  items  to  examine  during  an  inspection.  However, 
the  cards  are  not  taken  into  the  field.  The  inspectors  make  notes  in  a 
small  notebook  in  the  field,  and  transfer  the  information  later  to  the 
cards  in  the  office.  If  an  infraction  is  found,  a  separate  report  is 
prepared.  We  recommend  the  following: 
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(1)  Inspectors  should  be  provided  with  pre-printed  reporting  forms 
containing  a  check  list  for  the  different  types  of  inspections, 
with  spaces  to  mark  items  that  are  satisfactory  and  with 
space  for  any  written  commentary.  These  reports  would  be 
turned  in  each  day  and  no  further  clerical  work  would  be 
required  of  the  inspector. 

(2)  A  file  of  index  cards  as  mentioned  above  would  be  main¬ 
tained  in  the  District  office,  one  card  for  each  establishment. 
Space  would  be  provided  on  the  card  for  recording,  as  well  as 
identifying  information,  the  dates  inspections  took  place,  and 
whether  an  infraction  had  been  found.  Details  of  the  infraction 
would  not  be  entered. 

(3)  A  clerk  would  arrange  the  inspection  reports  in  order  and 
stamp  the  date  of  the  inspection  on  the  appropriate  index  cards 
and  put  a  check  mark  or  other  symbol  next  to  the  inspection 
date  on  cards,  where  a  defect  has  been  found.  The  clerk  would 
advance  the  follow-up  tab  on  the  card  to  the  next  inspection 
deadline  as  outlined  earlier.  Reports  on  inspections  where  no 
defects  have  been  found  would  be  filed.  Where  defects  have 
been  found,  the  reports  would  be  submitted  to  the  Supervisor, 
and  used  for  further  follow-up  procedures  similar  to  those 
used  at  present. 

Approvals  for  Issuing  Licences  (Food  and  Sanitation). 

Certain  establishments  which  are  licenced  by  the  City  or  Metropol¬ 
itan  Toronto,  must  be  inspected  by  the  Public  Health  Department  prior 
to  issuing  the  licence,  to  ensure  that  the  health  statutes  and  regulations 
are  not  violated.  A  copy  of  the  application  for  licence  is  sent  to  the 
Department,  and  information  is  taken  off  the  form  before  it  is  returned 
to  the  licensing  authority.  After  the  inspection  takes  place,  the  De¬ 
partment  issues  a  “permit”  and  sends  it  to  the  licensing  authority,  to 
indicate  that  the  health  regulations  have  been  met. 

We  suggest  that  the  City  and  Metropolitan  Toronto  licensing  author¬ 
ities  be  approached  with  a  view  to  having  them  provide  the  Public 
Health  Department  with  two  copies  of  each  application.  When  the 
establishment  has  been  checked  by  the  Department,  it  would  then 
only  be  necessary  to  stamp  and  sign  one  copy  signifying  approval,  and 
return  this  copy  to  the  licensing  authority.  The  other  copy  would  be 
retained  in  the  Public  Health  Department  for  reference. 
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We  recommend  that  a  Development  Department  be  established. 
This  Department  would  operate  under  the  direction  of  a  Commissioner 
of  Development  who  would  be  responsible  through  a  Committee  on 
Development  to  the  Board  of  Control. 

DEPARTMENTAL  DUTIES. 

The  department  would  have  three  primary  duties: 

1.  To  regulate  new  construction  and  property  use  in  accordance 
with  City  by-laws  and  regulations. 

2.  To  co-ordinate  redevelopment  activities. 

3.  To  stimulate  the  maintenance  and  improvement  of  private 
property. 

The  responsibility  for  regulating  construction  and  property  use  is 
divided  among  several  departments.  The  responsibility  for  co-ordinat¬ 
ing  redevelopment  activities  has  not  been  assigned  to  any  department 
but  is  being  performed  by  the  Board  of  Control.  No  group  within  the 
civic  administration  is  actively  stimulating  the  maintenance  and  im¬ 
provement  of  private  property. 

Until  recently,  it  was  generally  accepted  that  the  only  active  par¬ 
ticipation  in  the  private  property  aspects  of  urban  development  re¬ 
quired  of  a  City  government  was  the  regulation  of  new  construction 
and  the  restriction  of  some  business  locations.  However,  as  the  cities 
on  this  continent  grow  older,  the  control  and  redevelopment  of  the 
civic  environment  becomes  an  increasingly  important  aspect  of  civic 
administration.  Major  redevelopment  projects  are  now  being  under¬ 
taken  in  Toronto  and  there  is  a  move  in  some  cities  in  the  United 
States  for  the  municipal  government  to  promote  the  improvement  of 
private  properties.  The  Development  Department  as  proposed  here 
would  combine  the  various  aspects  of  property  control  and  redevelop¬ 
ment  under  one  administration.  This  would  result  in  the  following 
advantages: 

1.  All  aspects  of  property  control,  redevelopment  and  improve¬ 
ment  would  be  the  responsibility  of  one  department.  This 
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would  relieve  the  Board  of  Control  of  the  task  of  co-ordinating 
the  effort  of  several  groups  and  reduce  its  work  to  the  formu¬ 
lation  of  policies. 

2.  Although  the  City  Planning  Board  is  responsible  for  recom¬ 
mending  redevelopment  and  improvement  areas,  the  establish¬ 
ment  of  a  Development  Department  would  provide  one  group 
in  the  civic  administration  which  would  co-operate  with  the 
City  Planning  Board  by  providing  information  and  advice. 

3.  The  Development  Department  would  ensure  that  redevelop¬ 
ment  and  improvement  projects  approved  by  City  Council  were 
carried  out  in  an  orderly  and  expeditious  manner  while  re¬ 
lieving  the  Board  of  Control  of  considerable  detail  work  it 
must  now  process. 

4.  A  single  group  within  the  administration  would  be  responsible 
for  negotiating  with  Federal  and  Provincial  Government 
agencies  and  private  enterprises  concerning  the  various  aspects 
of  property  control  and  redevelopment,  including  financial  as¬ 
pects. 


ORGANIZATION. 

In  order  to  perform  the  three  broad  duties  outlined  above,  we 
recommend  that  the  Development  Department  be  organized  in  three 
divisions  as  set  out  in  chart  form  on  the  opposite  page.  These  are 
described  in  greater  detail  under  the  Building  Regulation  Division,  the 
Redevelopment  Division  and  the  Improvement  Division. 


CITY  OF  TORONTO 
PROPOSED  PLAN  OF  ORGANIZATION 
DEVELOPMENT  DEPARTMENT 
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BUILDING  REGULATION  DIVISION. 

The  Building  Regulation  Division  would  operate  under  a  Director 
of  Building  Regulation  who  would  be  responsible  to  the  Commissioner 
of  Development. 


DIVISIONAL  RESPONSIBILITIES. 

The  Building  Regulation  Division  would  assume  the  regulatory 
responsibilities  now  held  by  the  Department  of  Buildings.  In  addition, 
it  would  assume  the  regulatory  responsibilities  now  held  by  the  Property 
Department,  and  some  of  the  regulatory  responsibilities  of  the  Depart¬ 
ment  of  Public  Health  and  the  Works  Department.  Non-regulatory 
activities  now  being  performed  by  the  Department  of  Buildings  would 
be  taken  over  by  other  departments.  The  proposed  re-allocation  of 
responsibilities  is  set  out  below  in  detail. 

Responsibilities  Recommended  for  Building 
Regulation  Division. 

Now  performed  by  Department  of  Buildings: 

1.  To  issue  all  building  and  demolition  permits. 

2.  To  issue  licenses  to  operate  dry  cleaning  plants  and  depots,  elevators 
and  temporary  buildings  during  the  first  year  after  installation  or 
construction. 

3.  To  collect  the  permit  fee  for  the  first  year  after  construction  for 
signs,  canopies,  fire  escapes,  etc.  overhanging  civic  property. 

4.  To  ensure  that  the  work  for  which  permits  have  been  issued  is 
carried  out  in  accordance  with  approved  plans  and  in  compliance 
with  city  by-laws  and  regulations. 

5.  To  enforce  the  Building,  Elevator,  Sign  and  Noise  By-laws. 

6.  To  recommend  revisions  and  amendments  to  the  by-laws  it  enforces. 

Now  performed  by  Property  Department: 

1.  To  enforce  the  Zoning  and  Residential,  Fence,  Weed  and  Coal 
By-laws. 

Now  performed  by  Department  of  Public  Health: 

1.  To  issue  plumbing  permits. 

2.  To  enforce  the  Plumbing  By-Law. 

Now  performed  by  Works  Department: 

1.  To  issue  permits  for  encroachments,  hoardings,  water  connections, 
drains,  curb  cuts,  etc.  when  these  are  required  in  connection  with 
building  construction  or  demolition. 
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2.  To  collect  the  fees  and  rentals  for  the  first  year  after  construction 
for  encroachments  arising  from  building  construction  or  demolition. 

Department  of  Buildings  Responsibilities 
Recommended  for  Transfer. 

To  the  Sundry  Revenue  Branch,  Finance  Department: 

1.  To  renew  dry  cleaning,  elevator  and  temporary  building  licenses. 

2.  To  collect  permit  fees  after  the  first  year  for  signs,  canopies,  fire 
escapes,  etc.  overhanging  civic  property. 

To  the  Parks  and  Property  Department: 

1.  To  perform  such  building  design,  construction,  supervision  of  con¬ 
struction  and  repair  and  maintenance  as  it  is  necessary  for  the 
city  to  do  on  its  own  behalf. 

To  the  Fire  Department: 

1.  To  enforce  the  Dry  Cleaning  By-law. 

The  reasons  for  the  proposed  changes  in  responsibilities  are  dis¬ 
cussed  below. 

Zoning  and  Residential,  Fence, 

Weed  and  Coal  By-Laws. 

The  responsibility  for  enforcing  Zoning  and  Residential  By-laws  is 
now  divided  between  the  Buildings  and  Property  Departments.  Most 
of  the  work  of  enforcement  is  done  by  the  Department  of  Buildings 
in  connection  with  the  issue  of  building  permits.  In  order  to  strengthen 
the  enforcement  of  these  by-laws,  prevent  duplication  of  effort  and 
prevent  undue  annoyance  to  the  public,  we  recommend  that  the 
responsibility  for  their  enforcement  be  assigned  to  the  Zoning  Section 
of  the  Building  Regulation  Division. 

The  Fence,  Weed  and  Coal  By-laws  are  now  enforced  by  the 
Property  Department.  Since  the  Building  Regulation  Division  would 
maintain  a  staff  of  inspectors  throughout  the  city,  and  since  we 
propose  that  the  Property  Department’s  responsibility  become  one 
of  maintaining  and  servicing  city  property,  we  recommend  that  the 
responsibility  for  enforcing  the  Fence,  Weed  and  Coal  By-Laws  be 
assumed  by  the  Inspection  Section  of  the  Building  Regulation  Division. 


Plumbing  By-Law  and  Permits. 

The  Department  of  Public  Health  enforces  the  Plumbing  By-Law 
and  issues  plumbing  permits.  In  order  to  do  so,  it  maintains  its  own 
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staff  of  plumbing  inspectors.  In  order  to  bring  all  phases  of  building 
construction  and  alteration  under  one  control  and  prevent  the  issue  of 
plumbing  permits  which  would  allow  the  nature  of  a  building  to  be 
changed  in  contravention  of  the  Zoning  By-law,  we  recommend  that  the 
Building  Regulation  Division  assume  responsibility  for  plumbing  as 
well  as  for  the  other  aspects  of  building  construction.  This  would 
require  that  the  plumbing  inspectors  be  transferred  from  the  Depart¬ 
ment  of  Public  Health  to  the  Building  Regulation  Division.  This  recom¬ 
mendation  is  discussed  in  greater  detail  in  our  report  on  the  Public 
Health  Department. 

Encroachment,  Hoarding,  Water  Connection, 

Drain  and  Curb  Cut  Permits. 

The  responsibility  for  controlling  building  construction  and  demo¬ 
lition  (other  than  plumbing)  is  divided  between  the  Department  of 
Buildings  and  the  Works  Department.  The  Department  of  Buildings 
enforces  the  Zoning  and  Building  By-Laws  as  they  pertain  to  new 
construction  while  the  Works  Department  controls  encroachments, 
hoardings,  water  connections,  drains,  curb  cuts,  etc.,  as  they  pertain 
to  new  construction.  We  recommend  that  full  responsibility  for  control¬ 
ling  construction  and  demolition  be  assigned  to  the  Building  Regulation 
Division.  This  would  ensure  that  all  aspects  of  control  were  co-ordin¬ 
ated,  prevent  duplication  of  effort  and  provide  greater  convenience  to 
the  public,  by  making  all  of  the  necessary  licenses  and  permits  avail¬ 
able  at  the  same  location  at  the  same  time.  The  Building  Regulation 
Division  would  notify  all  other  departments  concerned  of  applications 
for  licenses  and  permits  and  obtain  their  approval  before  issuing  per¬ 
mits.  The  issue  of  permits  other  than  for  building  construction  and 
demolition  would  continue  to  be  the  responsibility  of  other  departments. 

Encroachment  Fees  and  Rentals. 

We  recommend  that  the  first  year’s  fees  and  rentals  for  the  en¬ 
croachments  described  above  be  collected  by  the  Building  Regulation 
Division  in  conjunction  with  the  issue  of  permits. 

Renewal  of  Dry  Cleaning,  Elevator  and 
Temporary  Building  Licenses. 

The  initial  licenses  for  dry  cleaning  plants  and  depots,  elevators 
and  temporary  buildings  would  be  issued  by  the  Building  Regulation 
Division,  as  at  present.  In  most  cases  they  would  be  issued  in  conjunction 
with  building  permits.  We  recommend  however,  that  all  license  renewals 
be  billed  by  the  Sundry  Revenue  Branch  of  the  Finance  Department.  The 
Building  Regulation  Division  would  notify  the  Sundry  Revenue  Branch 
of  the  details  of  all  licenses  it  issues.  As  outlined  in  our  report  on  the 
Finance  Department,  a  mass  billing  procedure  would  be  established 
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in  the  Sundry  Revenue  Branch  to  prepare  all  recurring  bills  until 
notice  of  license  revocation  was  received. 

Collection  of  Sign  Permit  Fees. 

We  recommend  that  the  same  procedure  be  adopted  for  the  collec¬ 
tion  of  sign  permit  fees  as  for  the  renewal  of  licenses.  That  is,  the 
initial  fee  would  be  collected  by  the  Building  Regulation  Division  in 
conjunction  with  the  issue  of  the  Building  permits.  Thereafter,  billings 
would  be  made  automatically  by  the  Sundry  Revenue  Branch  of  the 
Finance  Department. 

Building  Design,  Construction,  Supervision  of  Construction 
and  Repair  and  Maintenance 

In  our  report  on  the  Parks  and  Property  Department,  we  recom¬ 
mend  that  that  Department  be  assigned  the  responsibility  for  co¬ 
ordinating  the  space  requirements  of  the  other  departments  and  for 
repairing  and  servicing  their  buildings.  The  Building  Regulation  Divi¬ 
sion  as  proposed  here  would  be  a  regulatory  body,  concerned  with  the 
enforcement  of  city  by-laws  and  regulations.  Therefore,  we  recommend 
that  such  building  design,  construction,  supervision  of  construction  and 
repair  and  maintenance  as  it  is  necessary  for  the  city  to  perform,  be 
transferred  to  the  Parks  and  Property  Department. 

Enforcement  of  the  Dry  Cleaning  By-Law. 

The  regulations  laid  down  in  the  Dry  Cleaning  By-law  for  the 
operation  of  plants  and  depots  pertain  to  fire  prevention.  To  the  extent 
that  they  involve  the  structural  requirements  of  the  buildings  which 
may  be  used  to  carry  on  such  businesses,  they  require  the  approval  of  the 
Building  Regulation  Division.  We  recommend  therefore,  that  the 
Building  Regulation  Division  continue  to  issue  the  initial  licenses 
required  for  the  operation  of  dry  cleaning  plants  and  depots.  However, 
to  the  extent  that  the  regulations  involve  operating  machinery  and 
methods,  they  fall  within  the  responsibilities  of  the  Fire  Department. 
The  Fire  Department  performs  regular  fire  prevention  inspections  on 
all  industrial  and  commercial  buildings.  We  recommend  therefore, 
that  it  assume  the  responsibility  for  enforcing  the  Dry  Cleaning  By-Law 
after  the  issue  of  licenses.  Copies  of  all  licenses  issued  would  be  sent 
to  the  Fire  Department. 

Rooming  House  By-Law 

A  Rooming  House  By-Law  is  currently  being  drafted.  It  has  been 
proposed  that  the  Department  of  Buildings  be  responsible  for  providing 
inspectors  to  travel  with  health  inspectors  and  perform  regular  inspec¬ 
tions  on  all  rooming  houses.  The  regulations  contained  in  the  proposed 
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by-law  are  primarily  public  health  regulations.  The  services  of  a 
building  inspector  are  required  only  to  ensure  that  the  buildings  used 
meet  certain  structural  requirements.  We  recommend  therefore,  that 
premises  be  inspected  by  a  building  inspector  prior  to  the  issue  of  a 
licence,  but  that  regular  subsequent  inspections  be  performed  by  health 
inspectors  only.  Should  the  services  of  a  building  inspector  be  required 
in  specific  instances  he,  of  course,  would  be  provided. 


ORGANIZATION. 

The  organization  which  we  recommend  for  the  Building  Regulation 
Division  is  set  out  in  chart  form  on  the  following  page. 

This  organization  is  similar  to  that  now  operating  in  the  Depart¬ 
ment  of  Buildings  for  the  issue  of  permits  and  enforcement  of  by-laws, 
with  the  exception  that  a  Permit  Control  Section  has  been  added.  We 
recommend  that  the  Permit  Control  Section  be  established  in  order 
to  control,  co-ordinate  and  expedite  the  issue  of  permits  and  the 
approval  of  construction.  The  methods  which  would  be  adopted  for 
these  purposes  are  outlined  later  in  this  report. 
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The  organization  which  we  recommend  for  the  Inspection  Section 
is  set  out  in  chart  form  on  the  following  page.  This  organization  differs 
from  that  presently  existing  in  the  following  respects. 

Supervisor — Inspection  Section. 

We  recommend  that  all  inspection  activities  come  under  the  control 
of  an  Inspection  Section  Supervisor.  This  would  facilitate  the  co¬ 
ordination  of  all  inspection  activities  and  reduce  the  number  of  indi¬ 
viduals  reporting  directly  to  the  director  of  the  division. 

District  Inspectors. 

It  is  current  practice  in  the  Inspection  Section  to  require  the  inspec¬ 
tors  to  appear  in  the  Building  Department  office  each  morning  at  8.30 
a.m.  and  each  afternoon  at  4.30  p.m.  This  involves  a  considerable  waste 
of  the  inspectors’  time  in  getting  to  points  of  inspection  from  City  Hall 
in  the  morning,  and  in  getting  back  to  City  Hall  from  points  of  inspec¬ 
tion  in  the  afternoon. 

We  recommend  that  the  city  be  divided  into  three  or  four  inspection 
districts,  Central,  Eastern,  Western  and  possibly  Northern.  The  boun¬ 
daries  of  these  districts  would  be  established  and  adjusted  from  time 
to  time  to  provide  relatively  uniform  work  loads.  An  office  would  be 
established  in  each  district,  with  a  District  Inspector  in  charge  of  a 
staff  of  building  inspectors.  The  concrete,  steel  and  sign  inspectors 
would  be  attached  to  the  Central  District. 

Each  inspector  would  report  personally  to  his  district  office 
once  or  twice  per  week  and  supplement  these  visits  by  daily  telephone 
calls.  The  district  inspectors  would  maintain  contact  with  head  office 
by  telephone.  It  should  seldom  be  necessary  for  the  inspectors  to  report 
personally  to  head  office.  Savings  in  space  would  be  achieved  in  the 
district  offices  by  staggering  the  inspectors’  reporting  days  and  having 
them  use  common  desks.  Control  over  the  activities  of  the  inspectors 
would  be  exercised  by  requiring  reports  on  all  inspections  and  by  keep¬ 
ing  a  record  of  the  number  of  inspections  performed  by  each  inspector 
each  day. 

Plumbing  and  Coal  Inspectors. 

Our  recommendation  that  the  Building  Regulation  Division  assume 
responsibility  for  issuing  plumbing  permits  and  for  enforcing  the 
Plumbing  and  Coal  By-Laws  necessitates  the  addition  of  plumbing 
inspectors  and  coal  inspectors  to  the  staff  of  the  Inspection  Section. 


DEVELOPMENT  DEPARTMENT 


DEVELOPMENT  DEPARTMENT 


299 


Z 

o 


z 

o 

CO 


>  z 

Q  O 


z 

o 


u 

Lil 

CO 


3  z 

D  O 
O  i= 

UJ  {J 
CC  UJ 


u. 

O 

z  Z 


Q 


o 

OC 

CL 


G 

g 

o  c 

o 

•H  O 

CO 

P  P 

•H 

V  P 

> 

©  O 

Cl,  © 

© 

to  CO 

CL, 

G 

Cl 

t— 1 

CO 

G 

-p 

O 

g 

o 

-P 

o 

•H 

O 

-p 

g 

© 

c 

o 

-p 

Oh 

g  o 

© 

© 

W 

O 

Oh 

•H 

G 

-p  p 

CD 

*\ 

Q 

Pi 

>  © 

PI 

G 

P 

©  a, 

G 

o 

iH  to 

<p 

© 

•H 

w  g 

© 

-P 

G 

i — i 

•H 

© 

-P 

.G 

© 

© 

o 

•H 

G 

G 

O 

O 

-P 

-P 

-P 

o 

O 

g 

O 

•H 

© 

o 

© 

H 

Oh 

r—l  *H 

Oh 

p> 

© 

©  p 

M 

© 

G 

G  O 

0 

•H 

Pi 

©  © 
a  Oh 

M 

« 

-P 

©  CO 

<P 

G 

O 

o  sc 

© 

G 

•H 

M 

•H 

© 

G 

-G 

-P 

-P 

o 

© 

W 

© 

•H 

W 

Q 

G 

g 

-P 

O 

o 

o 

P 

-p 

•H 

o 

C* 

o 

G 

(1) 

bfl  o 

© 

-P 

Oh 

C  •r-| 

Oh 

© 

© 

•H  -P 

© 

•H 

G 

.O  O 

G 

o 

M 

0  © 

PI 

3  Oh 

H 

-P 

f— 1  CO 

Pi 

© 

O 

cc  a 

© 

G 

•H 

M 

•H 

-P 

G 

G 

G 

P 

o 

© 

© 

O 

•H 

Q 

300 


SURVEY  OF  CIVIC  ADMINISTRATION 


Since  the  plumbing  inspection  group  is  relatively  large,  we  recom¬ 
mend  that  it  operate  as  a  sub-section  directly  under  the  Supervisor  of 
the  Inspection  Section.  The  coal  inspection  group,  being  small,  would  be 
attached  to  the  Central  District. 

Hazards  Inspectors 

At  present,  a  group  known  as  “Hazards  Inspectors”  operates  as 
part  of  the  Department  of  Buildings.  This  group  performs  fire  preven¬ 
tion  activities,  chiefly  the  inspection  of  dry  cleaning  establishments 
noted  above.  Fire  Prevention  is  the  responsibility  of  the  Fire  Depart¬ 
ment.  We  recommend  that  all  fire  prevention  activities,  including  the 
inspection  of  dry  cleaning  establishments,  be  turned  over  to  the  Fire 
Department.  This  would  eliminate  the  need  for  maintaining  “Hazards 
Inspectors”  in  the  Building  Regulation  Division. 

RESPONSIBILITIES  OF  SECTIONS. 

Under  the  proposed  organization  the  main  responsibilities  of  the 
division  would  be  assigned  to  the  individual  sections  as  follows: 

Supervisor — Permit  Control  Section 

1.  Supervise  the  personnel  of  the  Permit  Control  Section. 

2.  Issue  and  control  all  building,  plumbing  and  demolition  permits, 
and  collect  the  permit  fees. 

3.  Issue  and  control  permits  for  encroachments,  hoardings,  water 
connections,  drains,  curb  cuts,  etc.,  when  required  in  connection 
with  building  construction  or  demolition,  and  collect  the  permit 
fees. 

4.  Issue  licenses  for  the  operation  of  dry  cleaning  establishments, 
elevators  and  temporary  buildings  during  the  first  year  after 
installation  or  construction,  and  collect  the  license  fees. 

5.  Collect  the  fee  for  the  first  year  after  construction,  for  all 
encroachments  on  civic  property  arising  from  construction. 

6.  Replace  the  Director  of  the  Building  Regulation  Division  during 
temporary  absences. 

Supervisor  —  Zoning  Section. 

1.  Supervise  the  personnel  of  the  Zoning  Section. 

2.  Enforce  the  Zoning  and  Residential  By-Laws,  including — 

(a)  approval  of  plans  before  issue  of  permits  by  the  Permit 
Control  Section. 

(b)  prosecution  of  by-law  infractions. 

(c)  provision  of  information  and  advice  to  the  public  and  to 
other  divisions  and  departments  when  requested. 

3.  Recommend  revisions  and  amendments  to  the  Zoning  and  Resi¬ 
dential  By-Laws. 
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Supervisor — Structural  Section. 

1.  Supervise  the  personnel  of  the  Structural  Section. 

2.  Enforce  the  Building  By-Law  including — 

(a)  approval  of  plans  before  issue  of  permits  by  the  Permit 
Control  Section. 

(b)  prosecution  of  by-law  infractions. 

(c)  provision  of  information  and  advice  to  the  public  and  to 
other  divisions  and  departments  when  requested. 

3.  Recommend  revisions  and  amendments  to  the  Building  By-Law. 

Supervisor — Inspection  Section, 

1.  Exercise  general  supervision  over  the  section  through  the 
Chief  Inspectors. 

2.  Enforce  the  provisions  of  the  Plumbing,  Elevator,  Sign,  Noise, 
Fence,  Weed  and  Coal  By-Laws.  (Where  it  is  necessary  to  cut 
weeds,  the  Parks  and  Property  Department  would  be  requested 
to  perform  this  service.) 

3.  Provide  information  and  advice  to  the  public  and  to  other 
divisions  and  departments  when  requested. 

4.  Recommend  revisions  and  amendments  to  the  Plumbing,  Eleva¬ 
tor,  Sign,  Noise,  Fence,  Weed  and  Coal  By-Laws. 

Chief  Inspector — General  Inspection. 

1.  Exercise  general  supervision  over  the  general  inspection 
subsection  through  the  District  Inspectors. 

2.  Replace  the  Supervisor  of  the  Inspection  Section  during 
temporary  absences. 

District  Inspector. 

1.  Supervise  the  building  inspectors  in  his  district. 

2.  Ensure  that  general  building  construction  and  demolition 
is  carried  out  in  accordance  with  approved  plans  and  in 
compliance  with  city  by-laws  and  regulations,  including — 

(a)  ensuring  that  work  is  not  performed  without  permits. 

(b)  ensuring  that  encroachments,  curb  cuts,  etc.  are  made 
in  accordance  with  permits  and  approved  plans. 

(c)  ensuring  that  drains  are  properly  sealed  during  demoli¬ 
tion. 

3.  Inform  specialist  inspection  groups  and  the  Surveying 
Division  when  work  has  reached  the  point  at  which  their 
services  are  required. 

4.  Investigate  and  report  on  alleged  infractions  of  the  Build¬ 
ing  By-law  for  the  Structural  Section. 
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5.  Investigate  alleged  infractions  of  the  Noise,  Fence  and 
Weed  By-Laws. 

The  District  Supervisor  of  the  Central  District  would  have  the 
following  responsibilities  in  addition  to  those  described 
above. 

1.  Supervise  the  concrete  and  steel  inspectors. 

2.  Ensure  that  concrete  and  steel  building  construction  is 
carried  out  in  accordance  with  approved  plans  and  in  com¬ 
pliance  with  city  by-laws  and  regulations  when  required 
by  the  Permit  Control  Section. 

3.  Supervise  the  sign  inspectors. 

4.  Ensure  that  regular  inspections  are  made  of  all  signs  and 
other  encroachments  overhanging  city  property. 

5.  Supervise  the  coal  inspectors. 

6.  Investigate  alleged  infractions  of  the  Coal  By-Law. 

7.  Ensure  that  regular  inspections  are  made  of  coal  yards, 
and  spot  checks  of  coal  deliveries. 

8.  Replace  the  Chief  Inspector — General  Inspection  during 
temporary  absences. 

Chief  Inspector— Plumbing  Inspection. 

1.  Supervise  the  plumbing  inspectors. 

2.  Approve  plans  before  issue  of  Plumbing  Permits  by  the 
Permit  Control  Section. 

3.  Ensure  that  plumbing  installations  are  made  in  accordance 
with  approved  plans  and  in  compliance  with  city  by-laws 
and  regulations. 

4.  Investigate  alleged  infractions  of  the  Plumbing  By-Law  and 
regulations. 

Chief  Inspector — Elevator  Inspection. 

1.  Supervise  the  elevator  inspectors. 

2.  Ensure  that  elevators,  material  hoists  and  amusement 
rides  are  constructed  to  city  standards  and  in  accordance 
with  city  regulations. 

3.  Carry  out  regular  inspections  of  all  passenger  elevators 
in  the  city. 

PROCEDURES. 

We  have  a  number  of  recommendations  to  make  in  connection  with 
the  procedures  and  policies  of  the  Division.  These  recommendations  are 
designed  largely  to  simplify  the  procedures  or  to  develop  improved 
control  and  are  described  in  detail  below. 

Issue  and  Control  of  Permits. 

The  Permit  Control  Section  would  receive  all  applications  for 
building,  plumbing  and  demolition  permits  and  for  all  encroachments, 
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hoardings,  water  connections,  drain,  curb  cuts,  etc.  required  in  connec¬ 
tion  with  construction,  plumbing  and  demolition.  It  would  route  the 
applications  to  each  group  whose  approval  it  required  before  issuing 
permits.  Depending  on  the  application,  it  might  be  routed  to  other 
sections  in  the  division  e.g.  the  Structural  Section  for  approval  of 
building  plans,  other  Departments  of  the  civic  administration  e.g.  the 
Works  Department  for  approval  of  water  and  drain  connections,  curb 
cuts  and  encroachments,  and  outside  bodies  e.g.  the  Toronto  Hydro- 
Electric  System  for  approval  of  overhanging  signs  and  fire  escapes, 
etc.  When  the  Permit  Control  Section  had  obtained  all  of  the  approvals 
it  considered  necessary,  it  would  issue  the  permits. 

In  order  to  ensure  that  construction,  plumbing  and  demolition  work 
was  carried  out  in  accordance  with  approved  plans  and  in  compliance 
with  city  by-laws  and  regulations,  the  Permit  Control  Section  would 
notify  the  Inspection  Section  of  the  types  of  inspection  which  would 
be  necessary  on  each  job.  The  Inspection  Section  would  be  responsible 
for  ensuring  that  the  required  inspections  were  carried  out.  Building 
inspectors  would  perform  regular  inspections  at  all  construction  and 
demolition  sites.  To  ensure  that  adequate  inspection  is  performed,  a 
standard  maximum  interval  between  inspections  would  be  established 
for  these  inspectors.  Where  special  inspections  or  surveys  were 
required,  (e.g.  concrete  inspections  performed  by  this  division  or  sur¬ 
veys  performed  by  the  Surveying  Division)  it  would  be  the  responsibility 
of  the  building  inspectors  to  inform  their  District  Inspector,  who  in 
turn,  would  notify  the  specialist  inspectors  or  the  Surveying  Division 
when  construction  reached  the  point  at  which  their  services  were 
required.  Some  duplication  of  effort  now  results  from  a  lack  of 
co-ordination,  Personnel  of  the  Surveying  Division  frequently  travel 
to  construction  sites  to  ascertain  when  their  services  will  be  required. 
Assigning  the  responsibility  for  ensuring  that  all  such  work  is  carried 
out  to  one  group,  the  Inspection  Section  of  the  Building  Regulation 
Division,  would  preclude  wasted  effort. 

More  specifically,  we  recommend  that  the  following  methods  and 
procedures  be  adopted  in  the  issue  and  control  of  permits. 

Application  forms: 

In  order  to  eliminate  recopying  information  on  applications,  to 
simplify  the  permit  application  procedure  and  to  provide  all  of  the 
information  required  to  the  groups  responsible  for  processing  applica¬ 
tions,  we  recommend  the  following  with  respect  to  application  forms. 

Standard  application  forms  would  be  used  for  all  building  construc¬ 
tion,  including  erection  of  signs  and  installation  of  elevators,  for  plumb¬ 
ing  installations  and  for  demolition.  These  would  be  prenumbered  four- 
part  forms  with  the  fourth  part  a  stiff  card  and  with  one-time  carbon 
between  the  parts.  They  would  not  require  notarization.  Building, 
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plumbing  and  demolition  permits  would  carry  the  same  numbers 
as  their  respective  application  forms  so  that  applications,  plans  and 
permits  could  be  referred  to  by  number  only  and  without  further 
description. 

The  application  forms  would  be  divided  into  an  upper  and  a  lower 
section.  The  upper  section  of  each  part  would  contain  spaces  for 
recording  the  following  information. 

1.  The  pertinent  information  being  recorded  in  the  application 
forms  now  in  use. 

2.  The  approvals  required  before  permits  can  be  issued;  the  sec¬ 
tions,  divisions,  departments  or  outside  bodies  from  which  these 
approvals  are  required;  the  routing  of  the  application  through 
these  groups  and  the  maximum  number  of  days  allotted  to  each 
group  for  the  completion  of  its  duties  with  respect  to  the 
application.  This  information  would  be  recorded  by  listing 
the  groups  and  dates  in  routing  order. 

3.  The  inspections  which  will  be  required  during  the  course  of 
construction  or  demolition.  It  would  also  contain  printed 
wording  to  the  effect  that  all  of  the  inspections  listed  must  be 
carried  out  in  order  to  have  the  structure  approved,  and  would 
request  the  builder  to  notify  the  division  when  he  reached  the 
point  at  which  a  special  inspection  was  required. 

The  lower  section  of  each  part  of  the  form  would  be  a  detachable 
receipt  form,  and  would  contain  spaces  to  record  the  following  informa¬ 
tion. 

1.  The  initial  deposit  collected  from  the  applicant  at  the  time  of 
application. 

2.  All  permit  and  license  fees  which  must  be  collected  (e.g.  for 
water,  surveys,  water  and  drain  connections,  encroachments, 
etc.). 

3.  The  final  balance  of  all  fees  payable. 

The  various  portions  of  the  application  form  would  be  routed  as 
follows: 

Part  1 — upper  portion — would  be 

(i)  forwarded  to  the  Inspection  Section  at  the  time  the  application 
is  made. 

(ii)  returned  to  the  Permit  Control  Section  on  completion  of  the 
construction  or  demolition. 

lower  (receipt)  portion — would  be 

(i)  returned,  receipted  to  the  applicant  by  the  Permit  Control 
Section,  on  collection  of  the  initial  deposit  at  the  time  of 
application. 
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Part  2 — both  portions— would  be 

(i)  filed  numerically  by  the  Permit  Control  Section  at  the  time 
the  application  is  made. 

(ii)  issued  by  the  Permit  Control  Section  to  the  applicant,  together 
with  the  permits  on  collection  or  rebate  of  the  final  adjustment 
of  fees. 

Part  3 — both  portions — would  be 

(i)  forwarded,  together  with  the  necessary  plans,  to  the  first 
group  whose  approval  is  required,  at  the  time  the  application 
is  made. 

(ii)  forwarded  together  with  the  necessary  plans,  by  each  approv¬ 
ing  group 

(a)  to  the  next  succeeding  group,  if  such  group  is  within 
the  division. 

(b)  to  the  Permit  Control  Section  for  despatch  to  the  next 
succeeding  group,  if  such  group  is  not  within  the  Division. 

(iii)  returned  to  the  Permit  Control  Section  by  the  last  approving 
group  on  completion  of  its  duties  with  respect  to  the  applica¬ 
tion. 

Part  4 — both  Portions — would  be  kept  by  the  Permit  Control  Section 
for  the  control  purposes  described  later. 

Receipt  of  applications: 

The  Permit  Control  Section  would  provide  counter  attendants  to 
receive  applications.  These  counter  attendants  would  print  all  of  the 
information  required  from  applicants  on  the  application  forms  described 
above,  using  ball  point  pens.  They  then  would  obtain  the  signature 
of  the  applicant  on  the  form,  obtain  the  necessary  plans,  collect  the 
initial  deposit,  enter  the  amount  of  the  deposit  on  the  lower  (receipt) 
portion  of  the  form,  and  detach  and  return  the  receipt  portion  of 
Part  1  of  the  form  to  the  applicant. 

After  the  deposit  had  been  received  and  the  receipt  issued,  the 
Permit  Control  Section  would  note  on  the  application  form  the  inspec¬ 
tions  which  would  be  necessary  during  the  course  of  construction  or 
demolition.  It  then  would  detach  the  upper  portion  of  Part  1  and 
both  portions  of  Part  2  of  the  form.  As  described  above,  the  upper 
portion  of  Part  1  would  be  forwarded  to  the  Inspection  Section,  while 
both  portions  of  Part  2  would  be  filed  numerically. 

After  Parts  1  and  2  had  been  detached,  the  Permit  Control  Section 
would  list  on  the  application  form  the  approvals  required  before 
permits  can  be  issued,  the  groups  from  whom  these  approvals  are 
required,  the  routing  of  the  application  through  these  groups  and  the 
maximum  number  of  days  allotted  to  each  group  for  the  completion 
of  its  duties  with  respect  to  the  application.  It  then  would  separate 
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Part  3  of  the  form  from  Part  4.  As  described  above,  Part  3  (both 
sections)  would  be  attached  to  the  plans  and  forwarded  to  the  first 
group  whose  approval  is  required,  while  Part  4  (both  sections)  would 
be  kept  by  the  Permit  Control  Section. 

Issue  of  Permits: 

When  the  Permit  Control  Section  received  Part  3  (both  sections) 
of  the  application  from  the  last  approving  group,  containing  approval 
initials  from  all  groups  whose  approval  it  considered  necessary  and 
accompanied  by  the  approved  plans,  it  would  prepare  the  permits  and 
licenses  required.  On  receipt  of  the  final  adjustment  of  fees,  the 
Permit  Control  Section  would  issue  these  permits  and  licenses  to  the 
applicant,  together  with  one  copy  of  the  approved  plans  and  Part  2 
of  the  application  form  (both  portions),  receipted. 

Fees: 

As  noted  above,  the  counter  attendants  would  collect  a  deposit 
from  each  applicant  at  the  time  of  application.  This  deposit  would  be 
based  on  a  quick  estimate  of  the  permit  and  license  fees  which  would 
be  involved.  During  the  course  of  plan  examination  each  examining 
group  would  note  the  amount  of  fees  to  be  charged  on  its  behalf  on 
the  lower  (receipt)  portion  of  Part  3  of  the  application  form,  e.g., 
the  Public  Works  Department  would  note  the  fees  for  area  rentals, 
drain  and  water  connections,  etc.  The  Permit  Control  Section  would 
add  the  plan  examination  and  water  fees  and  any  other  fees  not 
listed  by  the  examining  groups.  It  would  then  total  these  fees  and 
list  them  on  the  receipt  portion  of  Part  2  of  the  application  form.  The 
difference  between  the  final  total  fee  and  the  original  deposit  would  be 
collected  from  or  rebated  to  the  applicant  at  the  time  the  licenses  and 
permits  were  issued. 

At  present,  fees  for  plan  examination  are  based  on  the  estimated 
cost  of  construction  and  water  fees  are  based  on  the  estimated  amounts 
of  concrete,  plaster,  etc.,  that  will  be  required  in  construction.  Part  of 
the  plan  examiners’  time  is  now  required  for  calculating  and  checking 
such  estimates.  In  order  to  save  this  time,  we  recommend  that  a  fee 
scale  be  adopted  to  cover  both  examination  and  water  fees,  based  on 
the  type  of  building  and  the  estimated  cubic  content.  Buildings  would 
be  classified  into  a  few  basic  types  such  as  houses,  office  buildings, 
factories,  etc.,  or  by  type  of  construction.  For  each  type  of  building 
a  fee  scale  would  be  established  at  so  much  per  1,000  cubic  feet  of 
content,  taken  to  the  nearest  1,000  feet.  This  fee  basis  would  produce 
approximately  the  same  charge  for  any  particular  building  as  the  one 
currently  in  use  and  could  be  applied  by  an  office  clerk. 

The  current  minimum  fee  for  a  plan  examination  and  building 
permit  is  $1.00.  This  fee  is  charged  where  construction  costs  would 
be  less  than  $500.00.  Where  construction  costs  would  be  in  excess  of 
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$500.00,  an  estimate  must  be  prepared  to  determine  the  amount  of  the 
fee.  Thus,  a  calculation  must  be  made  for  all  but  the  simplest  struc¬ 
tures.  In  order  to  reduce  the  amount  of  work  involved  in  estimating, 
we  recommend  that  the  minimum  fee  be  raised. 

At  present,  there  is  no  charge  for  the  renewal  of  a  building  permit 
after  it  has  lapsed.  We  recommend  that  a  scale  of  renewal  fees  be 
established,  on  the  basis  of  estimates  to  be  prepared  by  the  Building 
Regulation  Division,  in  order  to  cover  the  costs  of  renewal. 

In  our  report  on  the  Finance  Department,  we  note  that  several 
cost  studies  should  be  undertaken  by  the  administration.  We  recommend 
that  such  a  study  be  made  of  the  cost  of  building  regulation  and  that 
the  license  and  permit  fee  scales  be  reviewed  in  detail  subsequently. 

Control: 

In  order  to  ensure  that  the  plan  examination  and  inspection 
activities  pertaining  to  construction,  plumbing  and  demolition  are 
performed  adequately  and  promptly,  the  Permit  Control  Section  would 
operate  a  production  control  procedure,  using  Part  4  of  the  application 
form  as  the  control  medium. 

A  separate  card  file  would  be  maintained  for  each  examining  group, 
for  the  Inspection  Section  and  for  construction  started  without  applica¬ 
tion  for  a  permit.  During  the  process  of  plan  examination,  Part  4  of  the 
application  form  would  be  filed  in  the  card  file  of  the  group  currently 
examining  the  plans,  according  to  date  set  for  completion  of  that 
group’s  examination.  After  the  permit  was  issued,  Part  4  would  be 
filed  in  the  Inspection  Section  card  file  according  to  due  date  of  the 
next  inspection.  Occasionally,  work  is  commenced  on  a  building  without 
application  for  a  permit.  To  ensure  that  the  local  building  inspector 
will  control  such  work,  a  “dummy”  card  would  be  prepared  and  filed 
in  the  Inspection  Section  card  file  according  to  due  date  of  the  next 
inspection,  until  such  time  as  a  permit  was  applied  for  and  issued. 

Each  day,  each  examining  group  would  forward  to  the  Permit 
Control  Section,  a  list  of  application  numbers  of  the  plans  which  it 
had  examined  and  forwarded  to  the  succeeding  examining  group,  and 
those  plans  and  applications  it  was  returning  to  the  Permit  Control 
Section  for  further  despatch,  or  as  completed. 

Objections  to  applications  are  sometimes  raised  by  examining 
groups.  As  described  below,  we  recommend  that  applicants  be  notified 
of  such  objections  by  means  of  form  letters.  Each  day,  in  addition 
to  the  list  described  above,  each  examining  group  would  forward  a 
list  of  the  application  numbers  of  plans  to  which  it  had  raised  an 
objection,  indicating  the  nature  of  the  objection  by  means  of  the  code 
number  in  the  form  letter. 
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Each  day,  the  Inspection  Section  would  forward  its  reports  to  the 
Permit  Control  Section. 

If  notices  of  completion  of  examination  or  objection,  and  inspection 
reports  were  not  received  by  the  due  dates  as  indicated  by  the  control 
cards,  it  would  be  the  responsibility  of  the  Permit  Control  Section  to 
investigate  the  reason  for  delay  and  to  expedite  the  work. 

Records: 

As  part  of  its  responsibility  for  the  issue  and  control  of  building, 
plumbing,  demolition  and  related  permits  and  licenses,  the  Permit 
Control  Section  would  be  responsible  for  the  maintenance  of  permit 
records.  On  completion  of  its  responsibilities  with  respect  to  an 
application,  each  examination  or  inspection  group  would  forward 
any  related  correspondence  or  other  documents  to  the  Permit  Control 
Section. 

At  present,  both  book  records  and  card  records  of  permit  applica¬ 
tions  are  kept,  and  these  contain  essentially  the  same  data.  The  use 
of  the  permit  application  form  described  above  would  eliminate  the 
necessity  for  either  of  these  records.  For  permit  control  and  reference, 
the  following  records  would  be  adequate  and  we  recommend  that  the 
creation  of  all  other  book  and  card  records  be  discontinued. 

1.  Control  cards,  (Parts  4  of  the  permit  application  forms).  On 
completion  of  the  construction  or  demolition,  the  control  cards 
would  be  filed  in  a  semi-permanent  reference  file  by  street 
name  and  number,  by  year  of  application.  After  a  period  of 
a  few  years  (the  exact  number  to  be  determined  in  practice), 
they  would  be  filed  in  a  master  file  by  street  name  and  number, 
without  reference  to  year  of  application.  Control  cards  would 
be  available  for  all  reference  and  statistical  purposes. 

2.  Copies  of  approved  plans.  Plans  would  be  filed  numerically,  by 
application  number.  In  this  connection,  a  study  should  be  made 
by  the  Building  Regulation  Division,  of  the  feasibility  of  using 
microfilm  to  reduce  the  bulk  of  plans. 

3.  File  folders,  in  which  would  be  filed — 

(a)  the  upper  portion  of  Part  3  of  the  application  form  after 
issue  or  refusal  of  permits. 

(b)  any  correspondence  or  other  documents  relating  to  the 
application. 

(c)  the  upper  portion  of  Part  1  of  the  application  form  received 
from  the  Inspection  Section  after  the  completion  of  the 
construction  or  demolition. 

(d)  all  inspection  reports. 

The  file  holders  would  be  filed  numerically  by  application  num¬ 
ber. 
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4.  Receipt  portions  of  Part  3  of  the  application  form.  These 
would  be  detached  and  filed  separately  from  the  upper  portions 
of  Part  3  for  cash  control  and  audit  purposes,  after  the  issue 
or  refusal  of  permits. 

Examination  of  Plans. 

It  is  the  current  practice  for  most  plans  to  be  examined,  and  some 
approved  for  structural  requirements  by  the  Inspection  Section.  This 
practice  slows  the  process  of  plan  examination.  Sufficient  data  can  be 
noted  on  the  application  form  (one  portion  of  which  is  forwarded  to 
the  Inspection  Section)  to  render  it  unnecessary  for  the  inspectors  to 
examine  the  plans  until  construction  is  started.  At  that  time  the 
builder  is  required  to  have  a  copy  of  the  approved  plans  at  the  building 
site. 


We  recommend  that  structural  plan  examinations  be  performed 
by  the  Structural  Section  and  not  by  the  Inspection  Section.  If  the 
Structural  Section  or  any  other  examining  group  required  particular 
information  concerning  a  site  or  existing  building  it  would  obtain  such 
information  from  the  Inspection  Section. 

The  Structural  Section  is  staffed  predominantly  by  professional 
engineers  and  much  of  the  work  of  the  section  requires  their  technical 
knowledge.  However,  a  great  deal  of  the  work  can  be  processed  by 
non-professional  employees.  This  has  been  demonstrated  recently  by 
the  transfer  of  staff  from  the  Inspection  to  the  Structural  Section.  The 
present  shortage  of  engineers  makes  it  difficult  for  the  Structural 
Section  to  maintain  its  establishment.  We  recommend,  therefore,  that 
this  section  undertake  to  employ  a  greater  proportion  of  non¬ 
professional  staff  and  train  them  in  the  requirements  and  enforcement 
of  the  Building  By-Law. 

Objections. 

Much  of  the  time  of  the  personnel  of  the  Building  Regulation 
Division  is  spent  in  notifying,  and  discussing  with  the  offending  parties, 
objections  to  building  plans  and  methods,  and  by-law  infractions.  In 
order  to  reduce  the  time  and  effort  required  for  this  activity  and  to 
minimize  the  interruptions  to  the  work  of  the  divisional  personnel,  we 
recommend  that  the  following  procedures  be  adopted. 

Examining  groups  would  notify  applicants  of  their  objections  to 
proposed  construction  or  demolition.  The  Permit  Control  Section 
would  notify  offenders  of  objections  to  construction  and  demolition  work 
arising  from  inspectors’  reports.  The  Inspection  Section  would  notify 
offenders  of  infractions  of  the  Plumbing,  Elevator,  Sign,  Noise,  Fence, 
Weed  and  Coal  By-Laws.  All  notifications  would  be  by  form  letter. 
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If  discussion  were  necessary,  as  in  the  case  of  objections  to  plans,  the 
form  letter  would  state  that  an  appointment  may  be  made  to  discuss 
the  objection  and  would  provide  the  division’s  telephone  number.  It 
would  be  the  responsibility  of  a  switchboard-receptionist  to  make 
appointments  at  convenient  times  for  the  divisional  personnel.  Anyone 
arriving  without  an  appointment  would  be  required  to  wait  until  the 
examiner  was  free  or  to  make  an  appointment  for  another  time. 

The  office  lay-out  would  be  organized  in  such  a  way  that  an  area 
would  be  provided  entirely  separate  from  the  working  areas  of  the 
division.  This  area  would  contain  the  switchboard-receptionist,  the 
counter  for  the  receipt  of  applications  and  a  few  small  office  cubicles 
where  discussions  could  be  carried  on  with  the  public.  The  amount  of 
space  required  would  be  small,  a  minimum  number  of  private  offices 
would  be  required  and  interruptions  and  interference  with  the  work 
of  divisional  personnel  would  be  minimized. 

Elevator  and  Sign  Inspection. 

Many  municipalities  do  not  maintain  staffs  of  elevator  and  sign 
inspectors.  Instead,  they  require  evidence  of  adequate  liability  insurance 
coverage  from  owners  of  elevators  and  overhanging  signs  before  issuing 
or  renewing  licenses  or  permits.  It  then  becomes  the  responsibility 
of  the  insuring  company  to  perform  whatever  inspections  are  necessary 
in  order  to  protect  itself.  In  addition,  funds  are  available  for  damages 
in  case  of  accident. 

We  recommend  that  this  method  of  ensuring  the  safety  of  elevators 
and  signs  be  considered  for  the  City  of  Toronto.  At  present,  the 
elevator  inspectors  test  contractors’  material  hoists  and  amusement 
rides  in  addition  to  passenger  elevators.  It  may  be  found  necessary 
to  continue  inspecting  these  facilities  and  it  may  also  be  found  desirable 
to  make  spot  checks  of  the  inspections  performed  by  the  insurance 
companies.  If  so,  one  inspector  would  still  be  required  and  we  recom¬ 
mend  that  he  be  attached  to  the  Central  District. 

Coal  By-Law. 

The  following  table  provides  a  comparison  of  the  amount  of  effort 
being  expended  to  enforce  the  Coal  By-Law,  the  estimated  retail  sales 
of  coal  in  the  Toronto  area,  and  the  number  of  by-law  infractions 
uncovered. 


Year 

Number  of  Estimated  Retail  Coal  Sales 

Inspectors  in  the  Toronto  Area 

(millions  of  short  tons) 
Anthracite  Other 

Number  of 
Infractions 
Uncovered 

Total 

1947 

6 

2.1 

1.7 

3.8 

27 

1948 

6 

2.1 

1.7 

3.8 

X 

1949 

6 

1.9 

1.6 

3.5 

11 

1950 

6 

X 

X 

X 

X 

1951 

6 

X 

X 

X 

12 

1952 

6 

1.4 

1.3 

2.7 

12 

1953 

6  reduced  to  4 

1.2 

1.1 

2.3 

9 

1954 

4 

1.2 

1.0 

2.2 

4 

1955 

X- 

4 

-  data  not  available. 

1.0 

1.0 

2.0 

2 

Retail 

coal  sales  estimates 

are 

based  on  Dominion  Bureau  of 

Statitsics  data. 
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This  table  indicates  that  the  amount  of  coal  consumed  in  the  city 
and  the  number  of  by-law  infractions  committed  each  year  are  declining 
rapidly.  We  recommend,  therefore,  that  consideration  be  given  to 
reducing  the  number  of  inspectors  employed  to  enforce  the  by-law. 

Checklists  and  Form  Letters. 

Our  observations  indicate  that  most  of  the  activities  proposed  for 
the  Building  Regulation  Division  could  be  covered  by  checklists  and 
form  letters.  We  recommend  that  such  forms  be  used  throughout  the 
division,  and  that  individualized  examinations,  inspections,  reports  and 
letters  be  used  only  in  exceptional  cases.  The  use  of  checklists  and 
form  letters  would  reduce  the  amount  of  time  and  effort  required  to 
prepare  reports,  and  ensure  that  no  aspect  of  a  job  was  overlooked. 
One  application  of  the  use  of  form  letters  has  been  described  above  and 
an  example  of  the  possible  applications  of  checklists  is  recommended 
later  in  this  section  of  the  report. 

Checklists  would  be  prepared  for  all  inspections.  These  would  be 
drafted  in  such  a  way  that  the  inspectors  could  indicate  by  simple 
tick  marks  at  the  time  of  inspection  whether  everything  was  satis¬ 
factory.  Any  explanation  or  comment  would  be  written  at  the  bottom 
of  the  form.  Inspectors  would  be  required  to  complete  a  checklist  for 
every  inspection. 

By-Law  Revision. 

By-Laws  tend  to  become  obsolete  and  ineffective.  In  order  to  keep 
the  by-laws  up-to-date  we  have  recommended  above,  that  it  be  the 
responsibility  of  the  Building  Regulation  Division  to  recommend  revi¬ 
sions  and  amendments  to  the  by-laws  it  enforces. 

The  City  Planning  Board  is  charged  with  the  primary  responsibility 
for  proposing  revisions  and  amendments  to  the  Zoning  By-Law.  How¬ 
ever,  the  supervisor  of  the  Zoning  Section  is  in  continuous  contact 
with  the  practical  problems  involved  in  its  enforcement.  We  recommend, 
therefore,  that  a  close  liaison  be  established  between  the  City  Planning 
Board  and  the  Zoning  Supervisor. 

A  member  of  the  Department  of  Buildings  is  presently  engaged  in 
revising  the  Building  By-Law.  We  recommend  that  a  member  of  the 
Development  Department  be  assigned  the  responsibility  for  performing 
this  activity  continuously.  This  employee  would  also  act  as  secretary 
to  the  Construction  Methods  and  Materials  Approval  Board  described 
below. 

With  respect  to  the  Plumbing  By-Law,  we  recommend  that  the 
Supervisor  of  the  Inspection  Section,  who  would  be  responsible  for 
its  enforcement,  co-operate  with  the  Department  of  Public  Health 
in  the  recommendation  of  revisions  and  amendments. 
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The  proposed  Inspection  Section  would  be  responsible  for  the 
enforcement  of  the  Elevator,  Sign,  Noise,  Fence,  Weed  and  Coal  By- 
Laws.  We  recommend,  therefore,  that  part  of  the  responsibilities 
of  the  supervisor  of  the  Inspection  Section  be  to  carry  out  a  continuous 
review  of  these  by-laws  in  the  light  of  changing  conditions  and 
practical  problems  encountered  in  their  enforcement,  and  to  recom¬ 
mend  revisions  and  amendments  as  necessary. 

Construction  Methods  and  Materials 
Approval  Board. 

Much  of  the  time  of  the  senior  personnel  of  the  Department  of 
Buildings  is  spent  examining  and  discussing  new  building  materials 
and  methods  with  manufacturers  and  salesmen  who  wish  to  have  their 
products  approved.  These  discussions  become  particularly  protracted 
when  a  material  or  method  is  rejected.  In  addition,  the  process  is 
somewhat  arbitrary. 

We  recommend,  therefore,  that  a  Construction  Methods  and 
Materials  Approval  Board  be  established  to  examine  and  review  pro¬ 
posed  materials  and  methods  and  recommend  acceptance  or  rejection 
to  the  Commissioner  of  Development.  This  board  would  consist  of 
one  or  more  representatives  from  the  Development  Department  together 
with  representatives  from  the  Fire  Department  and  from  outside  groups 
such  as  the  Toronto  Board  of  Trade  and  the  Ontario  Association  of 
Architects. 

The  secretary  of  the  board  would  require  applications  for  approval 
of  materials  or  methods  on  a  standard  application  form,  together  with 
any  other  evidence  he  considered  necessary.  He  would  accumulate  the 
applications  and  supporting  documents  and  submit  them  to  the  board 
at  periodic  meetings.  After  the  meetings  he  would  notify  the  Commis¬ 
sioner  of  Development  of  the  board’s  recommendations.  The  Commis¬ 
sioner  of  Development  then  would  make  the  final  decisions  and  the 
secretary  of  the  board  would  notify  the  applicants. 

Property  and  Works  Committees. 

Much  of  the  work  to  be  performed  by  the  Building  Regulation 
Division  is  approved  in  detail  by  formal  action  of  the  Property  and 
Works  Committees.  For  example,  gasoline  tank,  fuel  oil  tank  and 
machinery  installations  and  location  of  second-hand  businesses  are 
referred  to  the  Property  Committee,  while  coal  chutes,  fuel  oil  fill 
pipes  and  Hydro,  Bell  Telephone  and  Telegraph  poles  and  underground 
work  are  referred  to  the  Works  Committee  for  approval.  We  suggest 
that  the  Property  and  Works  Committees  review  the  tasks  they  are 
performing  and  attempt  to  formulate  regulations  under  which  the 
Building  Regulation  Division  could  operate  to  relieve  them  of  much 
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of  this  detail  work.  If  such  regulations  were  established,  the  division 
would  be  able  to  process  many  applications  faster,  and  more  of  the 
time  of  the  elected  representatives  would  be  available  for  the  considera¬ 
tion  of  more  important  matters  of  policy.  Under  this  proposal  the 
elected  representatives  would  not  lose  their  authority  over  the  depart¬ 
ment  and  citizens  would  still  have  recourse  to  them  for  the  considera¬ 
tion  of  grievances. 
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REDEVELOPMENT  DIVISION. 

The  Redevelopment  Division  would  operate  under  a  Director  of 
Redevelopment  who  would  be  responsible  to  the  Commissioner  of 
Development. 

The  Redevelopment  Division  would  be  responsible  for  co-ordinating 
redevelopment  activities.  The  primary  duties  of  the  Division  would  be 
as  follows: 

1.  To  assist  the  City  Planning  Board  as  requested,  in  investiga- 
ing  sites  and  selecting  areas  for  redevelopment  and  in  planning 
restrictions  for  redeveloped  areas. 

2.  To  select  and  recommend  methods  of  redevelopment  to  be  em¬ 
ployed. 

3.  To  solicit  bids  on  areas  designated  for  redevelopment  from 
private  developers  and  make  recommendations  to  Board  of 
Control. 

4.  To  negotiate  financial  arrangements  on  redevelopment  and 
housing  projects  with  federal  and  provincial  government 
agencies. 

5.  To  co-ordinate,  schedule  and  control  the  work  of  all  depart¬ 
ments  and  outside  parties  in  redevelopment  projects,  including 

(a)  The  acquisition  of  property  by  the  Real  Estate  Division; 

(b)  The  construction  of  streets  and  installation  of  services  by 
the  Public  Works  Department; 

(c)  The  demolition  of  existing  buildings; 

(d)  The  construction  of  new  buildings. 

6.  To  relocate  residents  of  areas  being  redeveloped. 

Additional  duties  may  be  added  on  the  basis  of  experience. 

As  noted  above,  the  co-ordination  of  redevelopment  activities  is 
being  carried  out  at  present  by  the  Board  of  Control.  However, 
redevelopment  is  becoming  an  important  civic  activity  and  its  co¬ 
ordination  requires  considerable  detailed  administrative  effort.  The 
Redevelopment  Division  proposed  here  would  relieve  the  Board  of 
Control  of  this  detailed  work. 

ORGANIZATION. 

The  size  of  the  work  load  of  this  division  is  subject  to  change 
as  the  number  of  redevelopment  projects  being  processed  at  any  one 
time  is  increased  or  decreased.  Also,  as  the  City  gains  more  ex¬ 
perience  in  processing  this  work  it  may  be  desirable  to  assign  ad¬ 
ditional  duties  to  the  Division.  It  is  desirable  therefore,  that  the  plan 
of  organization  and  size  of  the  staff  assigned  to  the  Division  remain 
flexible. 
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The  initial  plan  of  organization  which  we  recommend  for  the  Re¬ 
development  Division  is  set  out  in  chart  form  on  the  following  page 
and  is  discussed  below  under  the  Scheduling  and  Control  Section,  the 
Relocation  Section  and  the  Project  Supervisors. 

Scheduling  and  Control  Section. 

A  Scheduling  and  Control  Supervisor  would  be  responsible  to  the 
Director  of  Redevelopment  for  establishing  schedules  for  all  proposed 
and  approved  redevelopment  projects.  These  schedules  would  list  the 
stages  through  which  a  project  must  be  processed.  The  time  assigned 
to  proposed  projects  would,  of  necessity,  be  subject  to  variation.  How¬ 
ever,  the  fact  that  a  schedule  is  prepared  setting  out  the  various  stages 
and  tentative  dates  should  facilitate  more  orderly  processing  by  all 
concerned.  On  approved  projects  the  schedule  would  be  much  more 
definite  and  would  be  the  means  of  controlling  all  phases  of  the  work 
in  order  to  complete  the  project  on  time. 

The  Scheduling  and  Control  Supervisor  would  require  a  staff  of 
one  or  two  clerks  to  assist  him  in  preparing  schedules  and  keeping 
them  up  to  date.  In  addition  the  section  would  be  assigned  possibly 
two  stenographers,  one  of  whom  would  act  as  secretary  to  the  Director 
of  Redevelopment. 

Relocation  Section. 

Probably  the  most  important  single  factor  involved  in  a  redevelop¬ 
ment  project  is  the  relocation  of  the  residents  presently  occupying  the 
project  site.  Public  acceptance  of  further  redevelopment  work  can  be 
greatly  improved  if  this  relocation  is  carried  out  in  an  orderly  manner 
and  causes  the  least  amount  of  hardship  to  those  affected.  We  recom¬ 
mend  that  a  Relocation  Section  be  established  in  the  Redevelopment 
Division  under  a  Relocation  Supervisor.  This  section  would  be  respon¬ 
sible  for: 

1.  Carrying  out  a  survey  in  order  to  determine  the  number  of 
families  to  be  relocated  and  the  type  of  accommodation  re¬ 
quired; 

2.  Establishing  an  office  on  the  project  site  to  provide  information 
and  assistance  to  the  residents; 

3.  Establishing  contact  with  such  agencies  as  the  Housing  Au¬ 
thority  of  Toronto  and  with  private  landlords  in  order  to  find 
suitable  accommodation  for  the  residents  to  be  relocated; 

4.  Maintaining  contact  with  residents  to  be  relocated  to  ensure 
that  relocation  takes  place  in  an  orderly  and  satisfactory 
manner  within  the  policies  established  by  the  City. 

In  order  to  carry  out  these  responsibilities  effectively  the  Re¬ 
location  Supervisor  would  require  a  staff  of  three  or  four  clerks. 
Additional  staff  probably  would  be  required  if  the  number  of  projects 
were  increased. 


CITY  OF  TORONTO 


316 


SURVEY  OF  CIVIC  ADMINISTRATION 


Z 

o 

I— 

< 

N 


< 

o 

oc 

O 

UL 

o 

z 

< 

Q_ 


a 

L?J 

to 

O 

Cl 

o 

cc 

Q. 


z 

UJ 

% 

H- 

O' 

< 

CL 

111 

o 


% 

Q_ 

O 

LU 

> 

UJ 

O 


Z 

o 

CO 

> 

Q 


UJ 

CL 

o 

-J 

UJ 

> 


QC 


-p 

G 

©  C 

P 

a  o 

o 

a,  ^ 

•p 

O  CO 

rH  «H 

o 

©  > 

p 

l>  -H 

•H 

rS  Q 
© 

Q 

< 

< 


< 

i 

c 


< 


< 

p 


'S 

cd 

t>o 

c 

•H 


X5 

© 

X 


o 

CO 


Control  Section  ne-LOCauon  oec^ion  rroject 

-  -  Supervisor  Supervisor 

Supervisor  Supervisor 


DEVELOPMENT  DEPARTMENT 


317 


Project  Supervisors: 

As  each  project  was  approved,  that  is  when  actual  construction 
was  to  be  commenced,  we  recommend  that  a  Project  Supervisor  respon¬ 
sible  to  the  Director  of  Redevelopment  be  appointed  as  the  City’s  co¬ 
ordinator  of  that  project.  The  Project  Supervisor  would  be  responsible 
for: 

1.  Assisting  the  Scheduling  and  Control  Supervisor  in  preparing 
a  schedule  of  work  for  the  project; 

2.  Issuing  instructions  or  calling  tenders  on  that  portion  of  the 
work  to  be  processed  by  the  City; 

3.  Co-ordinating  the  work  of  all  outside  agencies  working  on  the 
project  in  order  to  ensure  that  the  schedule  is  met; 

4.  Inspecting  work  as  necessary  in  order  to  ensure  that  the  City’s 
interests  are  protected  at  all  times  and  that  the  project  is 
carried  out  in  accordance  with  the  plans  approved  by  the  City. 

In  addtion  to  a  Project  Supervisor  in  charge  of  each  approved 
project  we  recommend  the  appointment  of  one  Project  Supervisor 
responsible  to  the  Director  of  Redevelopment  whose  primary  function 
would  be  to  assist  the  Director  in  the  negotiations  necessary  with 
government  and  private  bodies,  to  prepare  recommendations  to  City 
Council  and  generally  to  expedite  redevelopment  proposals  to  the  point 
where  actual  construction  can  be  commenced.  As  it  is  not  unusual  to 
have  a  number  of  proposals  for  one  or  more  projects  under  discussion 
at  one  time  this  Project  Supervisor  would  have  a  full  time  job  and 
could  not  be  expected  to  supervise  an  approved  project  as  well. 

For  the  present  two  Project  Supervisors  each  reporting  directly  to 
the  Director  of  Redevelopment  would  be  required.  It  is  not  anticipated 
that  either  of  these  Project  Supervisors  would  require  staff  other  than 
occasional  stenographic  service  which  would  be  provided  by  the  Schedul¬ 
ing  and  Control  Section. 

Detailed  inspections  of  buildings  under  construction  would  be  car¬ 
ried  out  by  the  inspection  staff  of  the  Building  Regulation  Division 
and  the  results  of  these  inspections  would  be  made  available  to  the 
Project  Supervisor  responsible  for  the  particular  project. 

PROCEDURES. 

The  detailed  procedures  required  to  process  the  work  of  the  Re¬ 
development  Division  would  be  developed  in  the  light  of  experience. 
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IMPROVEMENT  DIVISION. 

The  Improvement  Division  would  operate  under  a  Director  of 
Improvement  who  would  be  responsible  to  the  Commissioner  of  De¬ 
velopment. 

The  primary  duty  of  the  Division  would  be  to  stimulate  the  mainte¬ 
nance  and  improvement  of  private  property.  Although  such  a  function 
is  relatively  new  in  the  municipal  field  there  is  an  increasing  awareness 
of  its  necessity  in  older  cities  where  considerable  redevelopment  is 
being  carried  on.  As  it  can  be  anticipated  that  a  shortage  of  funds 
for  all  redevelopment  projects  will  continue  to  exist  it  becomes  desir¬ 
able  and  economically  sound  from  the  City’s  point  of  view  to  provide 
leadership  in  maintaining  and  improving  existing  areas  of  the  City 
If  this  leadership  is  provided  it  should  be  possible  to  prevent  further 
deterioration  and  even  improve  many  areas  to  the  point  where  de¬ 
development  would  not  be  necessary  for  many  years  to  come.  In  ad¬ 
dition  property  values  and  assessments  would  be  maintained  and  the 
City’s  tax  base  protected.  The  cost  of  operating  the  Improvement 
Division  should  be  returned  many  times  over  through  the  maintenance 
of  property  values  and  the  delaying  of  major  redevelopment  costs. 

The  primary  duties  of  the  Division  would  be  as  follows: 

1.  To  assist  the  City  Planning  Board  as  requested,  in  investi¬ 
gating  sites  and  selecting  areas  for  improvement  and  in 
planning  restrictions  for  improved  areas. 

2.  To  select  methods  of  improvement  to  be  employed. 

3.  To  co-operate  with  civic  and  neighbourhood  associations. 

4.  To  disseminate  information  and  advice,  through — 

(a)  Written  material; 

(b)  Personal  contacts; 

(c)  Group  lectures  and  discussions. 

5.  To  inspect  properties  and  enforce  pertinent  by-laws  as  re¬ 
quired. 

6.  The  possible  purchase  and  improvement  of  properties  as  ex¬ 
amples  to  neighbourhood  property  owners. 

ORGANIZATION. 

The  initial  plan  of  organization  which  we  recommend  for  the  Im¬ 
provement  Division  is  set  out  in  chart  form  on  the  opposite  page  and 
is  discussed  below  under  the  Planning  Section  and  the  Area  Improve¬ 
ment  Supervisors.  It  may  be  desirable  to  expand  or  otherwise  alter 
this  organization  as  experience  is  gained  in  this  field. 

Planning  Section: 

A  Planning  Supervisor  would  be  responsible  to  the  Director  of  Im¬ 
provement  for 
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1.  Liaison  with  the  City  Planning  Board; 

2.  Gathering  information  and  preparing  material  on  improvement 
methods; 

3.  Preparing  improvement  programs. 

After  an  area  had  been  designated  for  improvement  by  the  City 
Planning  Board  and  approved  by  City  Council,  it  would  be  the  respon¬ 
sibility  of  this  section  to  carry  out  a  detailed  study  of  the  area.  On 
the  basis  of  this  study  an  improvement  plan  would  be  drafted.  This 
plan  would  outline  the  methods  to  be  employed  in  improvement  and 
schedule  the  activities  of  the  division.  It  would  provide  a  means  of 
controlling  the  work  of  the  division  on  each  project.  The  methods 
which  might  be  employed  in  any  particular  case  include  co-operation 
with  neighbourhood  associations,  provision  of  advice  to  residents 
through  written  material,  interviews,  discussions,  lectures,  etc.,  inspec¬ 
tion  of  properties  and  enforcement  of  existing  by-laws,  and  the  possible 
purchase  and  improvement  of  private  properties  as  examples  to  neigh¬ 
bourhood  property  owners. 

The  Planning  Supervisor  would  require  a  staff  of  two  or  three 
clerks  and  probably  two  stenographers,  one  of  whom  would  act  as 
secretary  to  the  Director  of  Improvement. 

Area  Improvement  Supervision: 

For  each  area  designated  as  an  improvement  area  we  recommend 
the  appointment  of  an  Area  Improvement  Supervisor.  The  Area  Im¬ 
provement  Supervisor  would  be  responsible  for; 

1.  Assisting  the  Planning  Section  in  preparing  an  improvement 
plan; 

2.  Disseminating  information  and  advice  to  residents; 

3.  Co-ordinating  and  co-operating  with  other  civic  departments 
and  outside  groups. 

The  number  of  Area  Improvement  Supervisors  who  would  be  re¬ 
quired  would,  of  course,  depend  on  the  number  of  areas  designated 
and  approved  for  improvement.  We  suggest  that  only  one  Supervisor 
be  employed  to  begin  with.  This  Supervisor  would  work  with  the 
Director  of  Improvement  and  the  Planning  Section  in  the  preparation 
of  the  first  co-ordinated  area  improvement  program.  When  this  plan 
reached  the  implementation  stage  the  Supervisor  would  take  over  the 
direction  of  the  program  and  another  Area  Improvement  Supervisor 
would  be  employed  to  commence  work  on  the  next  plan.  Thereafter, 
aiditional  Area  Improvement  Supervisors  would  be  employed  as  re¬ 
quired. 

It  is  probable  that  each  Area  Improvement  Supervisor  would  re¬ 
quire  a  staff  of  one  or  two  persons  to  assist  him  in  the  implementation 
of  an  improvement  plan.  However,  a  Supervisor’s  work  load  would 
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vary  considerably  from  one  stage  to  another  of  any  program  so  that 
some  flexibility  would  be  required  in  the  assignment  of  staff. 

Some  inspections  would  be  required  in  the  planning  and  implemen¬ 
tation  of  any  improvement  program.  We  recommend  that  these  in¬ 
spections  be  carried  out  by  the  other  divisions  and  departments  on 
request  of  the  Improvement  Division.  For  example,  the  Building  Regu¬ 
lation  Division  would  carry  out  inspections  pertaining  to  zoning  or  con¬ 
struction,  the  Public  Health  Department  would  carry  out  inspections 
pertaining  to  public  health  and  the  Fire  Department  would  carry  out 
inspections  pertaining  to  fire  safety. 

PROCEDURES. 

The  detailed  procedures  which  would  be  followed  by  the  Improve¬ 
ment  Division  in  discharging  its  duties  would  be  developed  as  ex¬ 
perience  in  the  work  was  gained. 

OTHER  RECOMMENDATIONS. 

Several  departments  now  perform  activities  relating  to  the  regula¬ 
tion  of  private  property  as  part  of  their  regular  duties  and  would 
continue  to  do  so  under  the  proposed  civic  organization.  These  include 
the  Development  Department,  the  Public  Health  Department  and  the 
Fire  Department.  We  recommend  that  the  Improvement  Division  be 
assigned  the  responsibility  for  co-ordinating  these  activities.  This 
would  involve: 

1.  Maintaining  a  record  of  all  property  by-law  infractions  un¬ 
covered  by  all  departments. 

2.  Requesting  special  inspections  to  supplement  those  performed 
by  other  departments. 

3.  Ensuring  that  infractions  are  corrected  or  prosecuted  and 
where  several  by-laws  are  involved,  selecting  those  under  which 
to  prosecute. 
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We  recommend  that  the  Fire  Department  operate  under  the  direc¬ 
tion  of  the  Fire  Chief  as  at  present,  and  that  the  Fire  Chief  be  res¬ 
ponsible  through  a  Committee  of  Council  to  the  Board  of  Control. 

The  Fire  Department  is  a  relatively  large  unit  of  the  civic  service. 
In  addition  to  specialized  skills  therefore,  its  operation  requires  con¬ 
siderable  administration.  At  present,  the  Fire  Department  is  not 
responsible  to  a  committee  of  Council  as  are  most  other  departments, 
but  reports  directly  to  the  Board  of  Control.  Because  of  the  number 
and  extent  of  the  other  responsibilities  of  the  Board  of  Control,  it  is 
not  possible  for  the  Board  to  devote  a  great  deal  of  time  to  the  Fire 
Department.  We  suggest  therefore,  that  a  committee  of  Council 
assume  the  primary  responsibility  for  the  control  and  direction  of  this 
department. 


DEPARTMENTAL  DUTIES. 

The  Fire  Department  would  continue  to  be  responsible  for  the 
two  primary  duties  of  extinguishing  and  preventing  fires.  In  order 
to  perform  these  primary  duties,  the  department  would  continue  to: 

1.  Operate  firefighting  platoons. 

2.  Operate  a  fire  alarm  system. 

3.  Repair  and  maintain  equipment. 

4.  Train  personnel. 

5.  Inspect  properties. 

6.  Prosecute  infractions  of  fire  regulations. 

7.  Disseminate  information  and  advice. 

8.  Co-operate  with  the  Ontario  Civil  Defence  Organization. 

ORGANIZATION  AND  PROCEDURES. 

The  organization  which  we  recommend  for  the  Fire  Department  is 
set  out  in  chart  form  on  the  following  page. 

The  proposed  organization  and  the  responsibilities  and  procedures 
that  we  recommend  be  adopted  by  each  of  its  divisions  and  sections 
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differ  from  those  presently  existing  in  the  respects  and  for  the  reasons 

outlined  below. 

Deputy  Fire  Chief. 

In  the  existing  organization,  the  Deputy  Fire  Chief  has  a  general 
responsibility  to  assist  the  Chief.  We  recommend  that  he  be  assigned 
the  more  specific  responsibility  of  administering  the  Firefighting  Div¬ 
ision  of  the  force,  which  would  consist  of  the  Firefiighting  Platoons,  the 
Fire  Alarm  Section,  and  the  Equipment  Maintenance  Section.  This 
would  relieve  the  Fire  Chief  of  the  responsibility  for  supervising  these 
groups  individually  and  would  allow  him  more  time  for  the  general 
administration  of  the  department.  In  addition,  it  would  give  the  Deputy 
Chief  a  more  definitive  role  in  the  operation  of  the  department  and 
allow  him  to  take  a  more  active  part  in  its  administration. 

Firefighting  Platoons. 

The  Toronto  Fire  Department  operates  its  firefighting  facilities 
on  a  two  platoon  basis.  Each  platoon  provides  firefighting  staff  for  an 
average  of  12  hours  per  day  or  a  total  of  84  hours  per  week.  A  basic 
minimum  number  of  men  must  be  on  duty  at  all  times  in  each  fire¬ 
fighting  platoon.  Because  the  men  work  less  than  an  84  hour  week, 
because  they  are  allowed  vacations  and  days  off  in  lieu  of  statutory 
holidays  and  because  there  are  absences  due  to  sickness  and  injury, 
relief  staff  must  be  maintained.  This  relief  staff  is  provided  in  each 
platoon  by  assigning  extra  men  to  each  piece  of  firefighting  equipment. 
For  example,  hose  trucks  which  require  a  minimum  of  4  men  for  their 
operation  are  assigned  7  men  in  each  platoon,  while  aerial  trucks  which 
require  a  minimum  of  5  men  are  assigned  9  men  in  each  platoon. 

It  is  normal  in  the  operation  of  a  fire  department,  to  assign  relief 
staff  on  the  basis  of  a  unit  larger  than  the  individual  piece  of  equip¬ 
ment.  Such  staff  is  usually  assigned  by  district,  platoon  or  department. 
This  method  of  staffing  has  an  advantage  over  staffing  by  unit  of 
equipment,  in  that  it  requires  fewer  men.  We  recommend,  therefore, 
that  the  Toronto  Fire  Department  staff  each  of  the  existing  firefighting 
platoons  with  sufficient  personnel  to  operate  the  basic  84  hours  per 
week,  on  a  platoon-wide  basis.  In  order  to  provide  replacement  staff 
for  vacations,  days  off  in  lieu  of  statutory  holidays  and  absences  due 
to  sickness  and  accident,  we  recommend  that  a  platoon  of  relief  staff 
be  established  on  a  department-wide  basis.  On  the  basis  of  1955  oper¬ 
ations,  we  estimate  that  approximately  three  hundred  thousand  dollars 
can  be  saved  in  the  operation  of  the  firefighting  platoons  each  year 
by  adopting  this  method  of  staffing.  The  details  of  the  proposed  method 
of  staffing  are  attached  to  this  report  on  the  Fire  Department  as  an 
Appendix. 
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Sundry  special  services  in  addition  to  straight  firefighting,  are  re¬ 
quired  in  the  Fire  Department  from  time  to  time  and  in  emergencies. 
These  services  include  such  activities  as  pumping  out  basements  after 
fires,  retrieving  tarpaulins  from  the  scenes  of  fires,  putting  on  public 
demonstrations,  etc.  These  functions  are  performed  now  by  a  variety 
of  personnel  within  the  department.  The  Relief  Platoon  proposed  above 
would  have  extra  staff  available  at  all  times.  We  recommend  there¬ 
fore,  that  such  special  duties  be  assigned  to  it. 

Fire  Alarm  Section. 

The  Fire  Alarm  Section  has  an  authorized  establishment,  ex¬ 
clusive  of  linemen,  of  15  men.  The  men  of  this  section  work  a  40  hour 
week  and  we  are  informed  that  a  minimum  of  2  men  must  be  on  duty 
at  all  times.  By  employing  the  same  methods  of  staffing  as  described 
for  the  firefighting  platoons,  we  estimate  that  10  men  would  be 
sufficient  to  operate  the  Fire  Alarm  Section,  exclusive  of  linemen. 

With  the  large  increase  in  the  number  of  private  telephones,  street 
telephones,  sprinkler  systems  and  electrical  protection  companies  in 
recent  years,  many  municipalities  have  decided  that  fire  alarm  boxes 
are  no  longer  necessary.  For  example,  there  are  no  boxes  in  Hamilton, 
Sarnia,  Kitchener,  North  Bay,  St.  Thomas  nor  any  of  the  Metropolitan 
Toronto  area  municipalities  other  than  Toronto,  Scarborough  and  Etobi¬ 
coke.  The  lack  of  alarm  boxes  in  area  municipalities  has  not  affected 
insurance  rates  in  these  municipalities. 

Less  than  10%  of  the  alarms  turned  in  in  Toronto  are  box  alarms 
and  more  than  half  of  these  are  false. 

At  present,  the  wires  of  the  fire  alarm  box  system  are  strung  on 
hydro  poles.  The  Toronto  Hydro-Electric  System  is  engaged  in  a  long¬ 
term  program  of  putting  its  wires  underground,  so  new  arrangements 
will  have  to  be  made  for  alarm  wires. 

In  view  of  all  of  these  factors,  we  recommend  that  a  committee 
be  established  to  consider  the  need  for  and  future  of  the  Toronto  fire 
alarm  box  system. 

If  it  is  found  that  a  box  alarm  system  can  be  dispensed  with,  a 
capital  expenditure  of  at  least  $1,000,000  for  renovation  of  the  existing 
system  can  be  saved,  as  can  an  annual  expenditure  of  more  than 
$20,000  for  the  employment  of  maintenance  linemen. 

More  than  seventy  organizations,  including  several  private  firms, 
have  been  granted  the  privilege  of  tying  their  building  fire  alarms  into 
the  city  system  at  no  charge.  A  similar  service  is  provided  for  a  fee 
by  several  protection  companies  and  we  understand  that  no  more  pri¬ 
vate  firms  are  being  allowed  to  link  up  with  the  city  system.  How- 
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ever,  in  order  to  cover  the  costs  of  servicing  those  which  are  already 
tied  in  and  in  fairness  to  private  protection  companies,  we  suggest  that 
rates  be  charged  for  this  privilege  comparable  to  those  charged  by  the 
protection  companies. 

Equipment  Maintenance  Section. 

Maintenance  and  repair  of  Fire  Department  equipment  is  being 
carried  out  by  three  groups  within  the  Fire  Department,  the  garage, 
the  fire  alarm  section  and  the  hose  repair  section.  Each  of  these 
groups  operates  independently  of  the  others  in  its  own  shop. 

In  our  report  on  the  Public  Works  Department,  we  recommend 
that  all  city-owned  garages  be  centralized  under  the  control  of  an 
Equipment  Division.  Consistent  with  that  report,  we  recommend  that 
all  fire  Department  vehicles  and  attached  equipment  be  repaired  and 
maintained  by  the  Equipment  Division.  Fire  trucks  are  not  sufficiently 
different  from  other  vehicles  that  qualified  mechanics  are  unable  to 
repair  them.  Standards  of  maintenance  can  be  established  by  the  Fire 
Department  for  fire  trucks  maintained  by  the  Equipment  Division,  if 
necessary.  The  advantages  to  be  gained  from  the  centralization  of  re¬ 
pair  and  maintenance  operations  are  described  in  our  report  on  the 
Public  Works  Department. 

Our  report  on  the  Parks  and  Property  Department  recommends 
that  the  repair  and  maintenance  of  all  buildings  and  furniture  be 
carried  out  by  that  department.  This  would  result  in  the  centralization 
of  control  over  virtually  all  carpentry  shops  in  the  Parks  and  Property 
Department.  The  Fire  Department  operates  a  small  carpentry  shop 
in  the  garage  building.  In  view  af  our  recommendations  concerning 
the  Parks  and  Property  Department  and  the  limited  amount  of  car¬ 
pentry  work  required  by  the  Fire  Department,  we  recommend  that 
this  shop  be  taken  over  by  the  Parks  and  Property  Department  and 
that  any  carpentry  work  required  be  performed  on  work  order  by 
that  department  for  the  Fire  Department.  The  effect  of  these  recom¬ 
mendations  would  be  to  transfer  all  of  the  facilities  contained  in  the 
existing  Fire  Department  garage  to  the  Equipment  Division  of  the 
Public  Works  Department  and  the  Maintenance  Division  of  the  Parks 
and  Property  Department. 

Both  the  fire  alarm  section  and  the  hose  repair  section  operate 
limited  machine  shop  facilities  independently  of  each  other  and  there 
is  some  duplication  of  equipment  between  these  two  groups.  In  order 
to  eliminate  this  duplication  and  to  make  all  facilities  available  for 
all  repair  and  maintenance  work,  we  recommend  that  the  shops  be 
combined  to  form  an  Equipment  Maintenance  Section.  This  section 
would  operate  a  small  machine  shop  in  order  to  perform  minor  repairs 
and  maintenance  on  Fire  Department  equipment.  In  addition,  it  would 
continue  to  recharge  fire  extinguishers  in  city  buildings. 
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Training  Division. 

Most  personnel  training  in  the  Department  is  received  on  the  job. 
Approximately  two  weeks’  basic  training  is  given  to  recruits.  The 
facilities  available  for  this  training  consist  of  a  yard  behind  the  head¬ 
quarters  building  too  small  to  accommodate  a  fire  truck,  a  small  tower 
on  which  ladder  drills  can  be  practised  and  an  area  at  the  waterfront 
where  hose  drills  can  be  practised.  The  formal  training  staff  consists 
of  one  instructor,  attached  to  department  headquarters.  In  view  of 
present  day  firefighting  requirements  and  techniques,  we  suggest  that 
the  training  program  and  facilities  could  be  improved.  We  recom¬ 
mend  that  a  Training  Division  with  a  properly  equipped  training  school 
be  established  and  that  comprehensive  training  programs  be  ad¬ 
ministered.  We  suggest  further,  that  the  Provincial  Fire  Marshal’s 
office  be  approached  for  assistance  in  this  regard. 

We  recommend  that  the  Training  Division  be  responsible  for 
training  all  personnel  other  than  tradesmen  and  clerical  staff.  At 
present,  the  instructor  trains  only  recruit  firefighters.  Formal  training 
programs  would  be  established  and  administered  for  all  jobs  per¬ 
formed  by  firemen,  including  despatching  of  equipment  in  answer  to 
alarms,  fire  prevention  inspection,  maintenance  of  equipment,  operation 
of  equipment,  firefighting,  and  first  aid. 

We  recommend  that  all  training  be  carried  out  under  programs 
established  by  the  Training  Division  and  under  the  supervision  of  this 
division  regardless  of  where  the  training  is  given  or  who  is  called 
upon  to  assist.  The  responsibility  for  providing  personnel  training 
is  divided  now  among  the  head  office  instructor,  a  member  of  the  staff 
of  the  equipment  maintenance  division  and  the  individual  captains. 

Part  of  the  responsibility  of  the  Training  Division  would  be  keeping 
up  to  date  on  new  firefighting  and  fire  prevention  methods  and  equip¬ 
ment,  and  advising  the  Fire  Chief  on  their  adoption.  This  is  a  particu¬ 
larly  important  responsibility  when  new  techniques  are  being  developed 
so  rapidly,  but  it  is  one  which  has  had  to  be  neglected  for  lack  of 
personnel  in  the  Training  Division. 

In  the  existing  organization,  both  the  Training  and  the  Fire  Preven¬ 
tion  Divisions  disseminate  information  and  advice  to  outside  parties. 
We  recommend  that  the  responsibility  for  such  activities  be  assigned 
to  a  single  group,  the  Fire  Prevention  Division. 

Fire  Prevention  Division. 

Several  municipalities  in  the  United  States  have  found  that,  in 
those  areas  which  do  not  include  tall  buildings,  the  firemen  from  the 
district  stations  can  perform  the  fire  prevention  inspections.  All  fire¬ 
men  receive  fire  prevention  instruction  as  part  of  their  training.  The 
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fire  trucks  are  taken  through  the  streets  as  their  complements  of  fire¬ 
men  inspect  the  properties.  All  trucks  are  radio-equipped  and  if  a  call 
is  received  the  driver  starts  the  siren  and  the  firemen  drop  their 
inspections  and  go  to  the  truck.  It  has  been  found  that  firemen 
can  reach  the  scene  of  a  fire  just  as  quickly  this  way  as  from  a  station, 
they  learn  much  about  the  buildings  in  their  districts  that  is  of  value 
in  case  of  fire,  and  fewer  men  are  necessary  than  if  all  inspections 
were  handled  by  special  inspectors.  We  recommend,  therefore,  that  this 
method  of  performing  fire  prevention  inspections  be  considered  for 
use  by  the  Toronto  Fire  Department. 

General. 

Personnel  placement: 

There  is  a  tendency  for  the  Fire  Department  to  operate  independ¬ 
ently  of  the  rest  of  the  civic  administration  and  this  tendency  manifests 
itself  in  several  ways.  For  example,  nearly  all  jobs  in  the  department 
are  performed  by  firemen  although  many  have  no  relation  to  fire¬ 
fighting.  Of  the  garage  staff  of  twelve,  only  one  man  is  a  mechanic. 
This  situation  is  due,  to  some  extent,  to  the  fact  that  jobs  are  found 
in  the  department  for  firemen  who  are  injured  in  the  line  of  duty 
and  are  unable  to  continue  in  the  firefighting  ranks.  We  suggest  that 
personnel  should  be  selected  to  perform  jobs  on  the  basis  of  their 
ability  to  do  the  work  required,  regardless  of  whether  they  are  or 
ever  have  been  firemen.  Many  positions  exist  in  other  departments  in 
which  injured  firemen  could  be  employed  more  gainfully  than  in  the 
Fire  Department. 

Medical  Service: 

Another  manifestation  of  the  independent  nature  of  the  Fire  Depart¬ 
ment  is  the  existence  of  a  departmental  medical  service.  Although 
we  recognize  the  need  for  a  doctor  to  operate  under  the  direction  of 
the  Fire  Department  at  major  fires,  we  recommend  that  medical  policies 
and  procedure  pertaining  to  all  civic  employees  be  established  by  the 
Personnel  Services  Department.  This  recommendation  is  discussed 
in  greater  detail  in  our  report  on  the  Personnel  Services  Department. 

In  summary,  we  recommend  that  the  main  responsibilities  of  the 
Department  be  assigned  as  follows  under  the  proposed  plan  of  organi¬ 
zation. 

Fire  Chief. 

Exercise  general  supervision  over  the  department  through  the 
division  directors. 
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Deputy  Fire  Chief. 

1.  Exercise  general  supervision  over  the  Firefighting  Division 
through  the  Platoon  Chiefs  and  the  superintendents  of  the 
Fire  Alarm  Section  and  the  Equipment  Maintenance  Section. 

2.  Replace  the  Fire  Chief  during  temporary  absences. 

Platoon  Chief — Regular  Platoon. 

1.  Supervise  the  personnel  of  the  platoon  by  means  of  the  District 
Chiefs. 

2.  Direct  fire  fighting  activities  whenever  required. 

Platoon  Chief — Relief  Platoon. 

1.  Supervise  the  personnel  of  the  relief  platoon. 

2.  Replace  the  Deputy  Fire  Chief  and  the  Regular  Platoon  Chiefs 
during  temporary  absences. 

3.  Supply  replacement  staff  to  the  regular  platoons  and  the  Fire 
Alarm  Section  during  vacation  periods,  days  off  in  lieu  of 
statutory  holidays  and  days  off  due  to  sickness. 

4.  Provide  special  services  whenever  required. 

Superintendent — Fire  Alarm. 

1.  Supervise  the  personnel  of  the  Fire  Alarm  Section. 

2.  Accept  all  telephone,  radio  and  box  alarm  calls  for  assistance, 
and  despatch  personnel  and  equipment. 

Superintendent — Equipment  Maintenance. 

1.  Supervise  the  personnel  of  the  Equipment  Maintenance  Section. 

2.  Operate  a  small  machine  shop  for  the  repair  and  maintenance 
of  non-automotive  Fire  Department  equipment. 

3.  Recharge  fire  extinguishers  for  city  buildings. 

Director  of  Training. 

1.  Supervise  the  personnel  of  the  Training  Division. 

2.  Prepare  and  administer  training  programs  and  examina¬ 
tions  for  all  departmental  activities  with  the  exception  of 
trades  and  clerical  jobs.  These  will  include— 

(a)  basic  training  and  examination  before  acceptance  by  the 
department,  and  specialized  training  and  examination  be¬ 
fore  assignment  to  jobs. 

(b)  refresher  courses  and  instruction  in  new  techniques  as  they 
are  adopted. 

(c)  practice  drills  in  the  fire  halls. 

3.  Check  fire  halls  regularly  to  ensure  that  adequate  standards 
of  performance  are  maintained. 
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4.  Keep  up  to  date  on  new  firefighting  and  fire  prevention  methods 
and  equipment  and  advise  the  Fire  Chief  concerning  their 
adoption. 

Director  of  Fire  Prevention. 

1.  Supervise  the  personnel  of  the  Fire  Prevention  Division. 

2.  Inspect  all  commercial  and  industrial  premises  for  fire  safety 
periodically. 

3.  Prosecute  infractions  of  fire  regulations. 

4.  Inspect  properties  after  fires. 

5.  Approve  businesses,  buildings,  etc.,  for  fire  safety  when  re¬ 
quested  by  other  departments  or  outside  bodies. 

6.  Disseminate  information  and  advice  to  outside  bodies. 

Civil  Defence  Liaison  Officer. 

1.  Act  as  liaison  with  the  Metropolitan  Toronto  Civil  Defence 
Organization  on  behalf  of  the  Fire  Chief. 

Chief  Clerk. 

1.  Supervise  the  office  staff. 

2.  Provide  clerical  and  stenographic  service  for  the  department. 


APPENDIX 

Statement  1 

Comparison  of  Staff  Requirements  and  Wage  Costs  Linder 
Current  and  Proposed  Methods  of  Operation 


Estimated  wage  costs — Current  method — Statement  2  .  $3,358,900 

— Proposed  method — Statement  3  .  3,059,850 


Estimated  yearly  savings  under  proposed  method 


$  299,050 


Statement  2 

Estimated  Wage  Costs  Under  Current 
Method  of  Operation 


Number  of  men  required  Approximate  Approximate 


Rank  Platoon  A 

Platoon  B 

Total 

Wage 

Cost 

Platoon  Chief 

1 

1 

2 

$5,600 

$  11,200 

District  Chiefs 

12 

12 

24 

5,300 

127,200 

Captains 

72 

72 

144 

4,500 

648,000 

Firefighters 

343 

343 

686 

3,750 

2,572,500 

428 

428 

856 

$3,358,900 

Note:  The  wage  cost  is  actually  somewhat  higher  than  that  estimated  above  due  to 
the  payment  of  “alternative  rating”  pay  to  men  who  act  in  more  senior 
capacities  when  their  superiors  are  ill  or  on  vacation.  During  1955  “alternative 
rating”  pay  amounted  to  more  than  $10,000. 


Statement  3 

Estimated  Wage  Costs  Under 
Proposed  Method  of  Operation 


Regular  Platoons — Statement  4 — Platoon  A  .  $1,322,300 

— Platoon  B  .  1,322,300 


$2,644,600 

415,250 


$3,059,850 


Relief  Platoon — Statement  5 
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Statement  4 

Estimated  Wage  Costs  of  a  Regular  Platoon 
Under  Proposed  Method  of  Operation 


Number  of 

men  required 

Approximate 

Approximate 

Rank 

Regular 

Relief 

Total 

Wage 

Cost 

Platoon  Chief 

1 

— 

1 

$5,600 

$  5,600 

District  Chiefs 

6 

3 

9 

5,300 

47,700 

Captains 

48 

24 

72 

4,500 

324,000 

Firefighters 

168 

84 

252 

3,750 

945,000 

223 

111 

334 

$1,322,300 

Notes:  (1)  A  regular  platoon  provides  staff  84  hours  per  week.  During  1955  the 
men  worked  56  hours  per  week.  Therefore,  relief  staff  is  required  for 
each  regular  man  28  hours  per  week.  One  relief  man  working  56  hours 
can  relieve  two  regular  men  28  hours  per  week.  Therefore,  one  relief 
man  is  required  for  every  two  regular  men. 

(2)  Relief  for  the  Platoon  Chiefs  would  be  provided  by  the  Relief  Platoon. 


Statement  5 

Estimated  Wage  Costs  of  Relief  Platoon 

Under  Proposed  Method  of  Operation 

Number  of 
men  required 

Approximate 

Approximate 

Rank 

(Statement  6) 

wage 

Cost 

Platoon  Chief 

1 

$5,600 

$  5,600 

District  Chiefs 

3 

5,300 

15,900 

Captains 

20 

4,500 

90,000 

Firefighters 

81 

3,750 

303,750 

105 

$415,250 

Statement  6 

Staff  Required  by  Relief  Platoon 

Under  Proposed  Method  of  Operation 

Summer  Months 


(Note 

1) 

Relief 

Staff  Required 

Number 

Sickness, 

Time 

of 

Number 

Accident 

Available 

Average 

Vacation 

of  Men 

Men  on 

and  Staff 

for 

Length  of 

Periods 

—  all 

Vacation 

Turnover 

Rank  Vacations  Vacation 

Available 

Platoons 

at  once 

Coverage  Total 

(Note  2) 

Platoon  Chiefs 

210  Days  21  Days  10 

3 

1 

— 

1 

District  Chiefs 

210 

21 

10 

21 

2 

1 

3 

Captains 

210 

21 

10 

164 

16 

4 

20 

Firefighters 

210 

17 

12 

585 

49 

32 

81 

773 

68 

37 

105 

Winter  Months 

(Note 

3) 

Relief  Staff  Required 

Sickness, 

Number 

Number 

Number 

Time 

Accident 

of  Lieu 

of  Men 

of  Lieu 

Available 

Men  on 

and  Staff 

Days  per 

—  All 

Days 

for  Lieu 

Lieu  Days 

Turnover 

Rank 

Man 

platoons 

Required 

Days 

at  Once 

Coverage  Total 

(Note  4) 

Platoon  Chiefs 

12 

3 

36 

155  days 

1 

— 

1 

District  Chiefs 

12 

21 

252 

155 

2 

1 

3 

Captains 

12 

164 

1968 

155 

13 

7 

20 

Firefighters 

12 

585 

7020 

155 

46 

35 

81 

773 

9468 

62 

43 

105 

Notes:  (1)  This  statement  is  calculated  on  the  assumption  that  vacations  are  taken 
over  a  seven  month  period.  This  is  the  current  practice. 

(2)  Personnel  with  10  years’  service  or  more  receive  21  days  vacation.  Person¬ 
nel  with  less  than  10  years’  service  receive  15  days  vacation.  All  chiefs 
and  captains  and  approximately  1/3  of  the  firefighters  have  10  years’ 
service  or  more. 

(3)  This  statement  is  calculated  on  the  assumption  that  days  off  in  lieu  of 
statutory  holidays  are  distributed  evenly  over  the  winter  months.  If 
they  were  not  so  distributed  the  relief  staff  available  to  cover  sickness 
would  be  larger  on  some  days  and  smaller  on  others. 

(4)  All  personnel  receive  time  off  of  12  days  per  years  in  lieu  of  statutory 
holidays. 
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As  indicated  by  Statement  6,  under  the  proposed  method  of  opera¬ 
tion  37  men  would  be  available  in  Summer  and  43  in  Winter  to  provide 
for  sickness,  accident  and  staff  turnover  out  of  a  total  staff  of  773 
firemen.  During  1955,  which  is  the  only  year  for  which  the  data  are 
available,  there  were  never  more  than  27  men  off  duty  during  the 
summer  nor  32  during  the  winter  due  to  sickness  and  accident  out 
of  the  entire  force  of  944  men.  The  additional  allowance  is  made  for 
recruit  training  to  fill  vacancies. 

If  an  emergency  ever  should  arise  in  which  additional  relief  staff 
were  required,  men  could  be  transferred  from  one  of  the  other  branches 
of  the  department  temporarily.  However,  we  believe  that  our  estimate 
of  the  staff  required  in  the  relief  platoon  may  be  high  and  that,  in 
actual  practice,  ways  could  be  found  to  operate  with  fewer  men.  For 
example,  vacations  might  be  spread  over  the  entire  year  rather  than 
over  7  months  and  lieu  days  and  training  courses  might  be  given  in 
periods  when  few  men  were  sick. 

In  addition  to  the  direct  savings  in  wages  which  are  developed 
above,  we  believe  that  indirect  savings  would  accrue  as  a  result  of 
the  simplified  administration  that  is  proposed.  For  example,  consider¬ 
able  effort  is  expended  under  the  present  plan  in  providing  alternative 
ratings.  Under  the  proposed  method  of  operation  the  need  for  these 
alternative  ratings  would  be  greatly  reduced. 


SECTION  10 


PUBLIC  WELFARE  DEPARTMENT 


The  Public  Welfare  Department  will  be  under  the  direction  of  the 
Commissioner  of  Public  Welfare  who  will  report  through  the  Committee 
on  Public  Welfare  to  the  Board  of  Control.  The  Department  will  be 
responsible  for  the  administration  of  all  social  services  undertaken  by 
the  city  itself,  or  supported  in  part  or  as  a  whole  by  city  funds,  including 
the  following: 

1.  the  granting  and  issuance  of  public  assistance  to  indigent 
unemployables,  after  making  the  necessary  financial  investiga¬ 
tion,  and  subject  to  the  Provincial  Statutes  and  Regulations  and 
the  City  regulations; 

2.  the  provision  of  emergency  assistance  of  food  and  shelter  to 
indigent  unemployed  employable  persons  and  to  transient  and 
homeless  men; 

3.  the  provision  of  counselling  and  other  social  services  including 
rehabilitation  and  re-training  services  to  those  applying  for,  or 
in  receipt  of,  public  assistance; 

4.  the  investigation  and  completion  of  applications  for  certain 
Provincial  pensions  and  allowances  such  as  Old  Age  Assistance, 
Blind  Persons  Allowances  and  Disabled  Persons  Allowances  as 
well  as  for  Medical  Assistance  to  recipients  of  Old  Age  Security 
Pensions; 

5.  the  investigation  of  applications  for  Supplementary  Assistance 
(including  Medication)  to  recipients  of  certain  Federal  and 
Provincial  pensions. 

6.  the  investigation  and  completion  of  applications  for  hospitaliza¬ 
tion  at  the  expense  of  the  Municipality  of  Metropolitan  Toronto; 

7.  the  investigation,  processing  and  approval  of  applications  for 

nursing  home  care,  phychiatric  hpspital  care  and  burial  of 
indigents  at  city  expense; 

8.  the  provision  of  counselling  and  assistance  to  persons  in  need 
of  housing  including  the  temporary  shelter  of  individuals 
evicted,  locked  out,  burnt  out,  etc.; 

9.  the  provision  of  counselling  and  advisory  services  in  matters  of 
nutrition  for  recipients  of  public  assistance  to  aid  them  in  the 
wise  spending  of  their  food  and  other  allowances; 
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10.  the  investigation  of  applications  and  authorization  of  payment 
of,  per  capita  per  diem  grants  to  private  welfare  agencies  for 
services  performed  on  behalf  of  the  City  of  Toronto,  as  well  as 
the  authorization  of  lump  sum  grants  to  certain  other  private 
welfare  agencies; 

11.  the  operation  of  day  nurseries  under  the  provisions  of  the 
Provincial  Statutes  and  Regulations  for  care  of  pre-school 
children  of  employed  mothers  and  others  in  special  circum¬ 
stances,  as  well  as  the  operation  of  day  care  centres  for  school 
age  children,  under  City  regulations; 

12.  the  provision  of  facilities  for  field  work  training  in  the  Public 
Assistance  field  for  students  of  the  School  of  Social  Work, 
University  of  Toronto  and  in  the  Day  Nursery  field  for  students 
of  the  Institute  of  Child  Study,  University  of  Toronto,  and  the 
Ryerson  Institute  of  Technology. 

ORGANIZATION. 

The  Department  is  currently  organized  into  three  separate  Divisions. 
The  largest  Division,  the  Division  of  Welfare  Services,  directs  three 
District  Offices  where  the  field  work  is  performed  in  connection  with 
granting  public  assistance  and  preparing  applications  for  Provincial 
pensions.  This  Division  also,  through  its  Child  Welfare,  Hospitalization 
and  Pensions  Section  carries  out  a  number  of  miscellaneous  functions  as 
follows: 

1.  The  investigation,  on  behalf  of  Metropolitan  Toronto,  of  appli¬ 
cations  for  hospital  care  at  the  expense  of  Metropolitan  Toronto, 

2.  The  investigation  of  applications  for  nursing  home  care  at  City 
expense,  the  placement  of  applicants  in  nursing  homes,  and 
the  supervision  of  nursing  care  provided  by  the  nursing  homes, 

3.  The  investigation  of  applications  for  voluntary  grants  to  private 
welfare  agencies  both  on  a  per  diem  per  capita  basis,  and  a 
lump  sum  basis, 

4.  The  operation  of  day  nurseries  and  day  care  centres, 

5.  The  operation  of  a  clearing  house  for  applications  for  Provin¬ 
cial  Pensions  and  for  dealing  with  the  Provincial  authorities 
in  connection  with  information  concerning  these  pensions. 

Another  Division,  the  Division  of  Maintenance  and  Special  Services, 
is  responsible  for  granting  public  assistance,  in  the  form  of  shelter  and 
meals,  to  unattached  homeless  men,  the  operation  of  Seaton  House,  an 
institution  for  the  care  of  indigent  homeless  unemployable  men,  the 
granting  of  emergency  relief  for  all  districts  after  regular  hours,  the 
operation  of  a  housing  registry,  the  maintenance  and  caretaking  of 
certain  Departmental  buildings,  and  the  operation  of  a  master  index  of 
all  family  welfare  cases  known  to  the  Department. 
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A  third  Division,  the  Division  of  Accounts  and  Issuances,  carries  out 
the  Department’s  accounting  activities,  including  the  issuing  of  cheques 
to  indigent  persons.  This  Division  is  also  responsble  for  a  small  stores 
unit  which  places  orders  for  stationery,  forms  and  office  supplies  and 
stocks  these  items  for  use  in  the  Department. 

The  present  plan  of  organization  is  essentially  sound  in  that  only 
three  operating  Division  Heads  report  direct  to  the  Commissioner,  and 
the  majority  of  the  decisions  with  respect  to  granting  public  assistance 
is  made  at  the  District  Superintendent’s  level. 

However,  the  distribution  of  functions  among  the  various  Divisions 
could  be  improved,  and  the  lines  of  authority  within  the  Divisions  could 
be  made  more  clear-cut  and  definite.  Specifically,  our  main  recommenda¬ 
tions  with  respect  to  organization  are  summarized  below: 

1.  In  order  to  integrate  more  fully  the  two  aspects  of  the  work, 
viz.,  eligibility  and  social  service,  and  to  make  lines  of  authority 
more  definite  in  the  Division  of  Welfare  Services,  the  Section 
Heads  would  report  direct  to  the  Director  of  the  Division.  The 
two  positions  of  Assistant  Director  would  be  eliminated  and 
would  be  replaced  by  two  consultant  positions,  one  a  Social 
Service  Consultant  and  one  a  Public  Assistance  Consultant. 
This  type  of  organization  requires  that  the  persons  in  the  posi¬ 
tions  of  Section  Supervisors  carry  more  responsibility  than  the 
present  Chief  Welfare  Supervisors. 

2.  To  the  Welfare  Services  Division  would  be  added  a  third  sec¬ 
tion,  a  Special  Welfare  Services  Section,  in  order  to  co-ordinate 
all  welfare  services  in  the  Department.  This  Section  would  be 
responsible  for  the  operation  of  the  Single  Men’s  Unit,  Seaton 
House  and  the  Housing  Unit. 

3.  A  new  Administrative  Services  Section  would  be  established 
which  would  be  responsible  for  all  the  administrative  or  non¬ 
welfare  activities  of  the  Department,  other  than  accounting 
and  cheque  issuance. 

The  proposed  plan  of  organization  is  set  out  on  pages  339-340  and 
our  recommendations  are  discussed  below. 

Integration  of  Public  Assistance  and  Social  Service. 

Prior  to  1949  the  two  main  Divisions  of  the  Department  consisted 
of  a  Public  Assistance  Division  which  investigated  and  determined  the 
eligibility  of  persons  for  relief,  and  a  Social  Service  Division  which 
provided  social  work  or  counselling  services  to  those  cases  which  were 
referred  to  it  by  the  Public  Assistance  Division.  Subsequent  to  a  report 
by  the  Public  Administration  Service  of  Chicago  these  two  Divisions 
were  amalgamated  with  a  view  to  bringing  together  what  were  formerly 
considered  two  separate  services:  (1)  the  determination  of  eligibility  for 
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relief  and  (2)  the  social  work  intended  to  help  the  recipient  to  become 
independent  of  public  support.  In  order  to  effect  such  an  integration  it 
was  necessary  for  the  former  “investigators”  to  obtain  a  background  in 
social  work  principles  and  for  the  former  “social  service”  employees  to 
become  proficient  in  the  determination  of  eligibility  for  public  assistance 
under  the  regulations.  Our  observations  indicate  that  while  great  strides 
have  been  made  in  effecting  the  integration  of  the  services  at  the  field 
work  level,  supervisory  responsibility  is  still  divided  along  the  lines 
of  the  previous  organization.  Thus  in  the  Welfare  Services  Division  each 
of  the  Chief  Welfare  Supervisors  reports  to  both  Assistant  Directors, 
one  responsible  for  eligibility  and  non-resident  matters  and  the  other 
in  charge  of  dealing  with  social  work  problems.  Even  in  the  District 
Offices,  the  District  Superintendents  look  to  the  Assistant  Director  in 
charge  of  determining  eligibility  for  direction,  while  the  Welfare  Super¬ 
visors  who,  according  to  the  published  organization  chart,  are  res¬ 
ponsible  to  the  District  Superintendent  in  fact  report  informally  to  the 
officials  at  the  Main  Office  who  have  social  service  backgrounds. 


One  of  the  fundamental  principles  of  organization  is  that  a  person 
should  be  responsible  to  one  superior  only.  In  the  Division  of  Welfare 
Services  this  principle  is  violated  both  formally  and  informally. 
Accordingly  we  recommend  that  the  two  Assistant  Directors  be  made 
staff  consultants  each  concerned  with  their  own  specialty,  as  illustrated 
in  the  proposed  revised  plan  of  organization  shown  on  the  opposite  page. 
The  consultants  would  then  give  advice  and  assistance  in  connection 
with  problems  referred  to  them  by  the  District  Offices  through  the 
Section  Supervisor  in  charge  of  co-ordinating  the  work  of  the  three 
District  Offices;  but  it  should  be  understood  that  the  District  Super¬ 
intendent  would  be  responsible  to  the  Section  Supervisor  and  through 
him  to  the  Director  of  the  Division,  for  any  action  taken.  We  also 
recommend  that  the  titles  be  changed  as  follows  to  bring  them  into  line 
as  far  as  possible  with  the  proposed  standardization  of  titles  throughout 
the  civic  service: 


Old  Title 

Chief  Welfare  Supervisor 
District  Superintendent 
Welfare  Supervisor  (District) 
Welfare  Case  Supervisor  (District) 


New  Title 
Section  Supervisor 
District  Welfare  Officer 
Welfare  Supervisor 
Case  Supervisor 


Establishment  of  Special  Welfare  Services  Section 
in  Welfare  Services  Division. 

The  present  Division  of  Maintenance  and  Special  Services  as  men¬ 
tioned  earlier  handles  a  number  of  miscellaneous  activities  including 
certain  services,  viz.,  the  Master  Index  and  storage  of  inactive  files; 
and  the  maintenance  and  caretaking  services  for  the  day  nurseries  and 
day  care  centres  and  certain  other  buildings.  This  Division  was  set  up 
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when  the  Relief  and  Social  Service  activities  were  amalgamated  as  dis¬ 
cussed  in  the  preceding  section.  We  believe  that  the  nature  of  the 
services  to  single  or  unattached  men  is  sufficiently  similar  to  those  ser¬ 
vices  provided  by  the  present  Welfare  Services  Division  to  justify 
bringing  all  welfare  services  under  the  overall  direction  and  control  of 
one  Division.  Accordingly  we  recommend  that  a  third  section  be  added 
to  the  Welfare  Services  Division  to  include  the  Single  Men’s  Unit,  Seaton 
House  and  the  Housing  Unit.  The  Master  Index  Unit  would  be  trans¬ 
ferred  to  a  new  Administrative  Services  Section  discussed  later  in  this 
report  and  the  maintenance  and  caretaking  activities  would  be  trans¬ 
ferred  to  the  Parks  and  Property  Department. 

Our  reasons  for  recommending  the  transfer  of  the  Single  Men’s 
Unit  and  Seaton  House  to  the  Welfare  Services  Division  are  set  out  in 
more  detail  below: 

1.  The  processing  of  applications  for  public  assistance  by  un¬ 
attached  men  is  very  similar  to  that  employed  in  processing 
applications  by  heads  of  families  with  similar  possibilities  for 
social  counselling.  We  have  considered  the  possibility  of  pro¬ 
viding  services  for  single  men  in  the  District  Offices,  but  since 
the  majority  of  such  persons  are  located  in  the  central  down¬ 
town  area  we  believe  that  there  would  be  no  advantage  in  de¬ 
centralizing  this  service. 

2.  The  treatment  of  “casuals”,  usually  non-residents,  is  somewhat 
different  and  since  at  certain  times  of  the  year  there  is  a  high 
volume  of  admissions,  usually  only  for  overnight  lodging,  it 
would  be  difficult  if  not  impossible  to  produce  results  from 
social  counselling.  However,  we  believe  that  it  is  logical  to 
group  the  services  to  the  two  types  of  cases  for  administrative 
purposes. 

3.  Seaton  House  is  currently  being  operated  as  a  convalescent 
home  for  indigent  homeless  men.  We  suspect  that  at  least  some 
of  the  men  could  be  rehabilitated  sooner  or  could  be  removed 
to  other  locations  in  the  community  if  mature,  trained  staff 
were  available  to  help  the  men  formulate  such  plans.  We 
understand  that  the  Department  is  planning  on  experimenting 
with  such  services  in  the  near  future.  The  organization  changes 
recommended  above  would  facilitate  the  direction  and  control 
of  such  work. 

Establishment  of  Administrative  Services  Section. 

This  Section  would  be  a  new  one  and  would  incorporate  a  number 
of  administrative  and  clerical  services,  some  of  which  are  now  carried 
out  by  the  Head  Office  Section,  and  some  by  the  Division  of  Maintenance 
and  Special  Services.  The  activities  of  this  section  would  include  the 
following: 
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1.  the  provision  of  secretarial,  duplicating,  mailing  and  messenger 
services  as  well  as  the  maintenance  of  personnel  records, 

2.  the  submission  of  material  and  statistics  to  the  City  Clerk’s 
Department  for  inclusion  in  the  monthly  and  annual  reports, 

3.  the  maintenance  of  a  master  index  of  all  welfare  cases  known 
to  the  Department. 

4.  the  maintenance  of  active  Head  Office  files  and  inactive  or 
“dead”  correspondence  and  case  files  as  well  as  the  functional 
direction  and  control  over  all  filing  methods  and  procedures 
followed  in  the  Department  in  accordance  with  the  policies  and 
procedures  developed  by  the  Records  Division  of  the  City 
Clerk’s  Department. 

5.  the  functional  direction  and  control  over  clerical  procedure 
followed  in  the  Department  in  accordance  with  policies  and  pro¬ 
cedures  developed  by  the  Organization  and  Methods  Division  of 
the  Personnel  Services  Department. 

Other  Organizational  Problems. 

There  are  a  number  of  other  organizational  problems  in  the  Depart¬ 
ment  which  are  discussed  below: 

Clerical  Supervision  in  the  District  Offices. 

In  each  of  the  District  Offices  there  is  a  clerical  staff  amounting  to 
seven  to  ten  persons,  all  of  whom  report  direct  to  their  respective  Dis¬ 
trict  Superintendents.  It  is  not  possible  for  the  Superintendents  to 
exercise  effective  supervision  and  control  over  the  clerical  staff  as  well 
as  direct  the  activities  of  the  District,  and  we  suggest  that  a  competent 
clerical  supervisor  should  be  appointed  in  each  District  to  plan,  organize, 
and  direct  all  clerical  operations  in  the  District  under  the  general  super¬ 
vision  of  the  District  Welfare  Officer.  We  believe  that  greater  produc¬ 
tivity  and  possibly  reductions  in  staff  could  be  accomplished  under  this 
method. 

“Charge-backs”  for  Non-Residents. 

One  of  the  Assistant  Directors  has  been  charged  with  the  responsi¬ 
bility  of  supervising  the  work  in  connection  with  establishing  “residence” 
of  applicants,  as  defined  by  the  various  Provincial  Statutes.  He  estab¬ 
lishes  contact  and  deals  with  the  Province  or  other  municipalities  in 
connection  with  cases  of  “non-residents”  where  the  Province  or  another 
municipality  is  requested  to  pay  for  welfare  services  to  individuals  v/ho 
are  “residents”,  legally,  of  another  municipality.  He  also  supervises 
the  investigation  of  claims  of  other  municipalities  for  recompense  for 
welfare  services  provided  to  legal  “residents”  of  the  City  of  Toronto 
who  are  currently  living  in  another  municipality.  Most  of  the  detail  in 
connection  with  this  work  is  performed  by  a  Welfare  Case  Supervisor 
At  Large  and  his  assistant.  However,  according  to  the  published  organ¬ 
ization  chart  this  supervisor  is  responsible  to  the  Director  of  the  Divi- 
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sion.  To  complicate  matters,  requests  for  inveestigation  of  individual 
letters  of  complaints  from  the  public,  are  assigned  by  the  Commissioner 
direct  to  the  Walfare  Case  Supervisor  At  Large. 

We  believe  that  it  would  be  preferable  to  have  such  complaints 
investigated  through  the  normal  channels  with  reports  and  explanations 
being  made  to  the  Commissioner  by  the  District  Welfare  Office.  How¬ 
ever,  if  special  assignments  of  this  nature  are  to  be  carried  out  by  the 
Welfare  Case  Supervisor  At  Large,  his  supervisor  should  be  kept  in¬ 
formed  of  the  volume  of  such  assignments.  Under  the  proposed  revised 
organization  the  Welfare  Case  Supervisor  At  Large  would  be  responsible 
to  the  Public  Assistance  Consultant  rather  than  to  the  Director  of  the 
Division. 

A  further  complication  in  connection  with  handling  non-resident 
cases  is  that  bills  or  statements  to  other  municipalities  or  the  Province 
are  prepared  by  a  clerk  in  the  Maintenance  and  Special  Services 
Division.  Accounts  receivable  records  are  maintained  as  well  as  accounts 
payable  records  for  amounts  owing  to  other  municipalities  or  provinces. 
This  clerk  is  responsible  to  the  Assistant  Director  of  the  Welfare  Ser¬ 
vices  Division  for  this  part  of  his  work  and  to  the  Director  of  Mainten¬ 
ance  and  Special  Services  for  his  other  duties.  We  suggest  that  the 
group  under  the  Public  Assistance  Consultant  should  be  responsible  in 
these  cases  to  the  point  where  “residence”  is  established  and  either 
the  outside  municipality  or  the  City  of  Toronto  has  accepted  responsi¬ 
bility.  At  this  stage  the  Accounts  Section  should  take  over,  bill 
the  other  municipalities,  and  maintain  subsidiary  accounts  receivable 
and  accounts  payable  records  as  required.  Certain  procedural  changes 
in  connection  with  these  records  are  recommended  in  a  later  section  of 
this  report. 

Day  Nurseries  and  Day  Care  Centres. 

The  Public  Welfare  Department  operates  nine  Day  Nurseries  for 
the  care  of  pre-school  children  whose  mothers  or  parents  work  or  who 
have  “special  needs”  which  can  be  met  by  Day  Nurseries.  The  Depart¬ 
ment  also  operates  two  Day  Care  Centres  for  school-age  children,  where 
supervision  is  provided  before  and  after  school  hours.  In  each  of  the 
centres  there  are  two  groups,  one  directed  by  a  Supervisor  and  con¬ 
sisting  of  Day  Nursery  Assistants,  and  the  other  consisting  of  a  House¬ 
keeper  and  an  Assistant  Housekeeper.  The  first  group  is  responsible 
for  the  care  and  supervision  of  the  children  and  operation  of  the 
Nursery,  and  reports  to  the  Day  Nursery  and  Day  Care  Centre  Super¬ 
visor  at  the  main  office;  the  other  group  prepares  the  meals  and  per¬ 
forms  other  housekeeping  duties,  and  reports  to  the  Nutritionist  at  the 
main  office. 

We  recommend  that  the  Nutritionist’s  responsibility  in  connection 
with  Day  Nurseries  and  Day  Care  Centres  should  be  limited  to  pro- 


344 


SURVEY  OF  CIVIC  ADMINISTRATION 


viding  consulting  or  advisory  services  to  the  Housekeepers  in  the  centres. 
The  Housekeepers  should  be  responsible  to  the  Supervisor  of  the  centre 
who  in  turn  should  be  responsible  to  the  main  office  Supervisor  for  all 
aspects  of  the  activities  in  the  centre.  The  Nutritionist  would  still  plan 
menus  and  give  whatever  help  is  necessary,  but  the  ordering  of  kitchen 
and  food  supplies  would  be  handled  in  the  same  manner  as  the  other 
supplies.  Housekeeping  staffing  matters  should  also  be  handled  through 
the  normal  channels. 

Nutritionist. 

The  Nutritionist  has  two  assistants  who  are  Dietitians  but  are 
classified  as  Welfare  Visitors;  one  of  the  Dietitians  deals  with  Day 
Nursery  and  Day  Care  matters;  the  other  devotes  most  of  her  time  to 
dealing  with  relief  recipients  who  need  help  in  nutrition  problems  or 
in  the  wise  spending  of  the  relief  allowances.  The  Nutritionist  herself 
checks  all  applications  for  special  diet  allowances  and  prices  the  various 
items  listed  on  the  diets  by  the  doctors  recommending  the  special  diets, 
and  calculates  the  amount  of  the  special  diet  allowance.  As  mentioned 
in  the  preceding  paragraph,  we  suggest  that  the  Nutritionist  should  act 
in  a  purely  advisory  capacity.  Emphasis  should  be  placed  on  training 
and  advising  all  welfare  visitors  in  dealing  with  families  who  need  help 
in  the  wise  spending  of  their  food  allowances.  There  should  be  prac¬ 
tically  no  direct  contact  between  the  Nutritionist  and  the  relief  reci¬ 
pients.  Such  clerical  work  as  is  necessary  in  connection  with  ordering 
food  supplies,  checking  invoices,  etc.,  for  the  nurseries  should  be  carried 
out  by  the  clerical  staff  responsible  to  the  Supervisor  of  Day  Nurseries 
and  Day  Care  Centres  at  the  main  office.  While  the  Nutritionist  prob¬ 
ably  should  review  the  special  diets  recommended  by  the  doctors,  she 
should  not  be  required  to  price  the  items  and  calculate  the  allowances 
since  this  work  is  essentially  clerical  in  nature.  If  the  work  is  trans¬ 
ferred  as  recommended  it  would  probably  only  be  necessary  to  employ 
one  Nutritionist  for  the  Department. 

Hospitalization  and  Nursing  Homes  Units. 

These  two  units  have  a  good  deal  in  common  and  must  work  to¬ 
gether  very  closely.  The  same  type  of  investigation  of  the  applicant's 
circumstances  is  required  whether  the  application  is  for  hospitalization 
or  nursing  home  care.  And  many  of  the  applications  for  nursing  home 
care  come  from  persons  already  in  hospitals  at  public  expense.  Once 
patients  are  placed  in  Nursing  Homes,  the  Hospitalization  Unit  handles 
the  administrative  details  in  connection  with  the  patients’  stay  in  the 
Nursing  Homes.  The  two  units  are  physically  located  side  by  side  and 
a  high  degree  of  co-operation  is  evident.  However,  they  operate  as 
separate  units  and  the  two  Supervisors  report  separately  to  a  Chief 
Welfare  Supervisor  at  main  office.  A  certain  amount  of  duplication  of 
records  exists.  The  work  of  the  two  units  has  decreased  in  recent  years 
and  is  expected  to  decrease  still  further  in  the  future.  We  recommend 


PUBLIC  WELFARE  DEPARTMENT 


345 


that  the  two  units  be  combined  under  one  supervisor  who  would  report 
to  the  Section  Supervisor  at  main  office  and  would  coordinate  and  direct 
the  activities  of  the  consolidated  unit. 

Duties  of  Senior  Staff  under  Proposed  Organization. 

Under  the  proposed  plan  of  organization,  all  welfare  services  would 
be  grouped  together  in  one  Division,  and  would  be  co-ordinated  and 
directed  by  a  Director  of  Welfare  Services  who  would  assume  the  duties 
of  the  Commissioner  in  his  absence.  The  Director  of  Welfare  Services 
would  direct  most  of  the  internal  operations  of  the  Department,  which 
would  free  the  Commissioner  for  dealing  with  the  Welfare  Committee, 
Board  of  Control,  Council,  and  other  outside  authorities.  Only  the  most 
important  problems  of  internal  administration  would  be  taken  to  the 
Commissioner.  The  Commissioner  would  provide  the  necessary  co¬ 
ordination  of  the  activities  of  the  two  service  sections,  viz.,  Accounts  and 
Issuance,  and  Administrative  Services,  with  those  of  the  Welfare  Ser¬ 
vices  Division.  The  functions  which  would  be  assigned  to  the  various 
sections  and  the  general  manner  in  which  these  functions  would  be 
handled  are  described  below: 

District  Offices  Section: 

The  District  Offices  Section  would  be  headed  by  a  Section  Super¬ 
visor,  who  would  be  responsible  to  the  Director  of  Welfare  Services  for 
co-ordinating  and  directing,  through  District  Welfare  Officers,  all  the 
activities  assigned  to  the  District  Welfare  Offices.  He  should  be  res¬ 
ponsible  for  ensuring  that  the  following  activities  are  carried  out 
efficiently  and  economically: 

1.  The  interviewing,  counselling  and  financial  investigation  work 
associated  with  aplications  for  unemployment  relief  for  unem¬ 
ployables,  post-sanitorium  care,  and  supplementary  assistance 
to  pensioners,  including  the  approving  of  applications  of  indi¬ 
viduals  who  qualify  under  the  regulations; 

2.  The  counselling  and  case-work  services  to  relief  recipients  with 
a  view  to  providing  assistance  which  will  enable  the  recipients 
to  become  independent  of  public  assistance,  or  to  help  them  in 
the  wise  spending  of  the  allowances; 

3.  The  investigation  and  completion  of  applications  on  behalf  of 
the  Province  for  various  Provincial  pensions  such  as  Old  Age 
Assistance,  Blind  Persons  Allowances,  and  Disabled  Persons 
Allowance; 

4.  The  investigation  and  completion  of  applications  for  hospitaliza¬ 
tion  at  the  expense  of  Metropolitan  Toronto; 

5.  The  investigation  and  completion  of  applications  for  psychiatric 
hospital  care  and  burial  of  indigents  at  city  expense. 
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Child  Welfare,  Hospitalization  and  Pensions  Section: 

This  Section  would  be  headed  by  a  Section  Supervisor,  who  would 
be  responsible  to  the  Director  of  Welfare  Services  for  all  matters 
relating  to  the  operation  of  Day  Nurseries,  Day  Care  Centres,  and  the 
Hospitalization  and  Nursing  Homes,  Pensions,  and  Voluntary  Main¬ 
tenance  Units.  Pie  would  be  responsible  for  ensuring  that  the  following 
activities  are  caried  out  efficiently  and  economically: 

1.  The  operation  of  Day  Nurseries  and  Day  Care  Centres  including 
the  selection  and  placement  of  children  of  parents  who  apply, 
the  program  followed  in  the  centres,  the  provision  of  meals, 
the  ordering  of  supplies,  etc.; 

2.  The  processing  of  applications  for  hospitalization  and  nursing 
home  care  at  public  expense,  including  the  clearing  of  the  cases 
against  previous  records;  the  assignment  of  cases  for  investi¬ 
gation  to  the  districts  and  the  review  of  completed  applications; 
the  approval  of  applications  for  nursing  home  care,  phychiatric 
hospital  care  and  burial  of  indigents;  and  the  collection  of  old 
city  hospitalization  accounts; 

3.  The  placement  of  patients  in  Nursing  Homes  and  the  continued 
supervision  of  the  Nursing  Home  Care  provided  patients  in 
such  homes,  pending  admission  to  homes  for  the  aged  or  hos¬ 
pitals  for  the  chronically  ill; 

4.  The  processing  of  applications  for  Provincial  pensions  received 
from  the  Districts,  and  liaison  with  the  Province  in  connection 
with  these  applications; 

5.  The  activities  connected  with  investigating  and  authorizing 
payment  of  lump  sum  and  per  capita  per  diem  grants  to  cer¬ 
tain  welfare  agencies  who  provide  care  to  indigent  City  of 
Toronto  residents  or  their  dependents. 

Special  Welfare  Services  Section: 

This  section  would  be  headed  by  a  Section  Supervisor,  who  would  be 
responsible  to  the  Director  of  Welfare  Services  for  all  activities  related 
to  welfare  services  to  unattached  homeless  men,  as  well  as  the  operation 
of  a  housing  unit  to  provide  assistance  to  persons  requiring  shelter.  The 
Section  Supervisor  would  be  responsible  for  ensuring  that  the  following 
functions  are  efficiently  and  economically  performed: 

1.  The  interviewing  of  applicants  for  assistance  made  by  transient 
and  homeless  men,  and  the  granting  of  such  assistance  as  may 
be  authorized  under  the  regulations; 

2.  The  operation  of  an  institution  for  the  care  of  unemployable 
homeless  men  (Seaton  House); 

3.  The  provision  of  overnight  accommodation  and  meals  for  trans¬ 
ient  and  other  homeless  unemployed  men  during  the  winter 
months; 

4.  The  operation  of  public  baths  (O’Neill  and  Harrison  Baths). 
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Social  Service  Consultant: 

The  Social  Service  Consultant  would  be  responsible  to  the  Director 
of  Welfare  Services  for  a  continuing  staff  training  program  for  all 
welfare  visitors  in  the  Division  and  would  act  in  an  advisory  capacity 
with  respect  to  all  social  work  matters  within  the  Division.  His  duties 
and  responsibilities  would  include  the  following: 

1.  He  would  organize  and  direct  a  staff  training  program  for  all 
welfare  visitors; 

2.  He  would  act  in  an  advisory  capacity  with  respect  to  all  matters 
of  a  social  service  nature  referred  to  him  by  the  various 
sections  of  the  Division; 

3.  He  would  develop  recommendations  in  connection  with  social 
service  policies  and  procedures  followed  in  the  Division  and 
present  them  to  the  Director  of  Welfare  Services  for  approval. 

Public  Assistance  Consultant: 

The  Public  Assistance  Consultant  would  be  responsible  to  the 
Director  of  Welfare  Services  for  providing  consulting  services  to  the 
Division  on  all  matters  relating  to  eligibility  for  public  assistance 
according  to  the  Provincial  and  City  regulations.  His  duties  and 
responsibilities  would  include  the  following: 

1.  He  would  maintain  continuous  liaison  with  the  Provincial 
authorities  with  respect  to  interpretation  of  the  Provincial 
Welfare  regulations; 

2.  He  would  develop  recommendations  concerning  changes  in 
public  assistance  policies  and  regulations  and,  when  they  are 
approved,  he  would  prepare  memoranda  for  the  district  orga¬ 
nization  outlining  the  changes,  for  the  signature  of  the  Director 
of  Welfare  Services; 

3.  He  would  provide  advisory  services  to  the  District  organiza¬ 
tion  on  technical  matters  of  eligibility  for  assistance  under  the 
various  regulations; 

4.  He  would  direct  the  work  involved  in  establishing  “residence” 
of  applicants  for  relief  purposes  and  for  dealing  with  other 
municipalities  and  authorities  to  obtain  their  acceptance  of 
responsibility  for  “non-residents”. 

Administrative  Services  Section: 

This  Section  would  be  directed  by  a  Chief  Clerk,  who  would  be 
responsible  to  the  Commissioner  for  administrative  and  clerical  services 
for  the  Department.  He  would  exercise  functional  direction  and  control 
over  all  clerical  and  filing  matters  in  the  Department  other  than  those 
performed  in  the  Accounts  and  Issuance  Section.  His  duties  and 
responsibilities  would  include  the  following: 
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1.  He  would  direct  the  compilation  of  material  and  statistics  for 
internal  reports  as  well  as  for  submission  to  the  City  Clerk’s 
Department  for  inclusion  in  the  monthly  and  annual  reports; 

2.  He  would  direct  secretarial,  duplicating,  mailing  and  messenger 
services  as  well  as  any  personnel  clerical  activities  carried  out 
in  the  Department; 

3.  He  would  direct  the  operations  of  a  master  index  of  all  Welfare 
cases  known  to  the  Department; 

4.  He  would  direct  the  keeping  of  general  and  correspondence 
files  as  well  as  maintenance  of  files  of  inactive  cases  in  accord¬ 
ance  with  policies  and  procedures  developed  by  the  Records 
Division  of  the  City  Clerk’s  Department; 

5.  He  would  develop  procedures  for  carrying  out  clerical  activities 
throughout  the  Department  in  conjunction  with  the  Organiza¬ 
tion  and  Methods  Division  of  the  Personnel  Services  Depart¬ 
ment  and  when  these  are  approved  would  ensure  that  they  are 
being  followed. 

Accounts  and  Issuance  Section: 

This  Section  would  be  directed  by  an  Accounting  Supervisor,  who 
would  be  responsible  to  the  Commissioner  for  carrying  out  all  account¬ 
ing  activities  which  are  performed  in  the  Department.  He  would  be 
responsible  for  ensuring  that  the  following  activities  are  performed 
efficiently  and  economically: 

1.  He  would  direct,  through  a  supervisor,  the  processing  of  forms 
which  authorize  payment  of  public  assistance  to  individuals  and 
are  received  from  the  District  Welfare  Officers,  the  issuing  of 
cheques  for  such  assistance  and  the  recording,  tabulating  and 
analysis  of  the  amounts  so  issued,  (using  punched  card  equip¬ 
ment)  ; 

2.  He  would  direct  the  analysis  of  data  on  Departmental  ex¬ 
penditures,  received  from  the  Finance  Department  and  the 
preparation  of  the  Annual  Estimates  for  the  Department; 

3.  He  would  direct  the  preparation  of  statements  of  various  types 
of  public  assistance  expenditures  for  the  Province  in  order  to 
obtain  Provincial  subsidies  to  cover  the  “shareable”  costs; 

4.  He  would  direct  any  accounting  activities  which  are  performed 
in  the  Department  after  centralization  of  the  accounts  has  been 
effected. 

New  Welfare  Centre. 

Plans  have  been  developed  for  a  new  Welfare  Centre,  on  George 
Street,  which  would  house  most  of  the  units  proposed  for  the  Special 
Welfare  Services  Section  of  the  Welfare  Services  Division.  The  present 
plans  provide  for  three  separate  buildings  to  be  located  on  the  site  with 
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separate  entrances  but  with  common  heating  facilities.  The  buildings 
are  as  follows: 

1.  A  one-storey  office  building  to  house  the  Central  District  staff 
of  the  Welfare  Services  Division. 

2.  A  three-storey  building  to  replace  the  present  Seaton  House  to 
provide  the  following: 

(a)  institutional  care  for  283  indigent  unemployable  or  inca¬ 
pacitated  single  men, 

(b)  temporary  lodging  for  210  “casuals”  i.e.  transient  homeless 
men  who  are  now  sent  to  St.  Lawrence  Hall, 

(c)  office  space  for  the  Single  Men’s  Unit,  and  Night  Emergency 

Relief  worker, 

(d)  storage  space  for  the  Departmental  stationary  and  supplies, 
and  the  inactive  case  files  and  records. 

The  temporary  lodging  for  “casuals”  would  be  provided  in 
the  basement  of  the  building.  The  ground  floor  would  be  devoted 
primarily  to  offices  and  dining  room  facilities.  On  the  second 
and  third  floor  would  be  sleeping  accommodation  for  the 
residents  of  Seaton  House. 

3.  A  one-storey  building  for  the  O’Neill  public  baths.  In  an 
emergency,  the  basement  of  this  building  would  be  pressed 
into  service  to  provide  temporary  dormitory  accommodation 
for  about  50  men.  This  building  would  replace  the  present 
O’Neill  Baths  which  are  being  demolished  to  make  way  for 
further  re-development  in  Regent  Park.  The  present  plans 
call  for  the  Property  Department  to  continue  to  operate  these 
baths  in  the  new  location. 

We  suggest  that  the  plans  for  this  new  building  be  considered  very 
carefully  and  raise  the  following  specific  points: 

(a)  The  present  O’Neill  Baths  serve  the  Regent  Park  South  area 
which  is  some  distance  from  the  proposed  location.  With  the 
proposed  re-development  and  more  active  enforcement  of  the 
building  and  plumbing  regulations,  which  require  that  adequate 
bathing  facilities  be  provided  in  all  dwellings,  we  question 
whether  new  public  baths,  operating  at  a  loss  are  justified  in 
the  new  location.  The  two  public  baths  O’Neill  and  Harrison, 
operated  at  a  loss  of  over  $40,000.00  in  1955. 

(b)  If  it  is  decided  that  new  public  baths  are  necessary,  we  suggest 
that  the  possibility  of  incorporating  the  public  bath  facilities 
into  the  new  Seaton  House,  be  investigated  to  allow  for  use 
of  the  baths  by  the  “casuals”,  instead  of  duplicating  shower 
facilities  in  the  basement  of  Seaton  House.  Under  either 
arrangement  we  recommend  that  the  baths  be  operated  by  the 
Public  Welfare  Department  rather  than  the  Property  Depart¬ 
ment.  We  also  recommend  that  the  Harrison  Baths  now  oper- 
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ated  by  the  Property  Department  be  transferred  to  the  Public 
Welfare  Department.  The  rate  structure  should  also  be  re¬ 
viewed,  and  consideration  given  to  increasing  the  rates  charged 
to  those  capable  of  paying  and  to  making  the  rates  comparable 
in  both  locations. 

(c)  We  also  recommend  the  investigation  of  the  feasibility  of  pro¬ 
viding  accommodation  for  a  Health  District  Office  to  be  located 
on  the  same  site  as  the  Central  District  Office  of  the  Public 
Welfare  Department.  The  advantags  of  the  district  staffs  of 
the  two  departments  being  located  close  together  would  be 
substantial.  In  addition  the  provision  of  the  proposed  space 
for  medical  examination  in  the  new  Seaton  House  would  not 
be  necessary  since  the  Health  Offices  could  be  used  for  this 
purpose. 

Staffing. 

There  are  two  possible  basic  approaches  to  welfare  practices  as 
applied  to  the  public  assistance  field.  The  philosophy  behind  each 
approach  is  stated  briefly  below: 

(1)  The  “investigation”  approach  implies  that  all  that  is  required 
of  a  public  assistance  agency  is  the  investigation  of  the 
applicant’s  financial  resources  to  determine  if  he  is  eligible 
for  public  assistance  under  the  regulations. 

(2)  The  “social  work”  approach  is  one  which  implies  that  pro¬ 
fessionally  trained  social  workers  should  carry  out  whatever 
financial  investigation  is  required,  and  in  addition  should  pro¬ 
vides  case  work  services  to  assist  the  applicant  or  the  relief 
recipient  to  solve  his  problem  and  indirectly  to  help  him  become 
independent  of  public  assistance. 

Between  these  two  extremes  there  are  a  great  many  possible 
gradations.  During  the  depression  the  “investigation”  approach  was 
followed  almost  exclusively.  With  the  change  in  the  composition  of 
the  relief  recipients  from  “employable”  persons  to  persons  who  are 
“unemployable”  because  of  some  medical  reason,  the  Department  has 
been  gradually  moving  towards  the  “social  work”  approach.  Obviously 
more  time  must  be  devoted  to  each  case  if  case  work  services  are  to 
be  provided;  and  staff  with  different  training  and  background  is 
required.  Salary  costs  under  the  second  policy  are  appreciably  higher 
than  under  the  first  and  the  possible  savings  in  relief  costs  because 
of  rehabilitation  are  difficult,  if  not  impossible,  to  measure.  While  the 
Department’s  stated  policy  coincides  with  the  “social  work”  approach, 
in  actual  fact  the  policy  is  not  put  into  practice  fully  because  of  the 
following  factors: 

(a)  A  substantial  proportion  of  the  staff  was  trained  during  the 
depression  and  have  not  accepted  fully  the  new  principles  and 
practices  for  dealing  with  applicants; 
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(b)  The  staff  “establishment”  authorized  for  the  Department  does 
not  appear  to  allow  individual  case  loads  to  be  maintained  at 
a  level  which  permits  the  welfare  visitors  to  devote  the  time  to 
individual  cases  which  is  required  under  the  “social  work” 
approach; 

(c)  The  Department  has  experienced  difficulty  in  attracting  and 
holding  qualified,  professionally  trained,  staff  largely  because 
of  (b)  above.  We  suggest  that  the  size  of  the  case  loads  rather 
than  salary  levels  has  been  the  most  important  cause  of  the 
difficulty  in  recruiting  and  holding  trained  social  workers. 

We  recommend  that  the  aims  and  objectives  of  the  Public  Welfare 
Department  should  be  reviewed  thoroughly  by  Board  of  Control  and 
Council  in  order  to  determine  along  what  lines  the  Department  should 
operate.  Once  a  basic  policy  has  been  established  and  approved,  com¬ 
petent  welfare  authorities  should  be  consulted  with  a  view  to  trans¬ 
lating  that  policy  into  approximate  staffing  requirements. 

Need  for  Staff  Training. 

Staff  training  programs  have  been  developed  particularly  for  new 
employees,  in  the  operation  of  the  Department,  the  procedures,  regula¬ 
tions  etc.  Very  little  is  being  done,  however,  in  the  way  of  developing 
staff  and  training  them  in  the  proper  approach  to  be  taken  in  dealing 
with  applicants  and  relief  recipients.  Case  supervisors  in  the  districts 
complain  of  not  having  sufficient  time  to  provide  regular  supervisory 
and  training  sessions  to  the  welfare  visitors  under  their  direction.  We 
believe  this  situation  should  be  corrected.  We  also  recommend  that 
student  training  and  regular  staff  training  be  co-ordinated  under  the 
direction  of  the  Social  Service  Consultant.  Under  this  plan  the  Student 
Training  Supervisor  would  report  direct  to  the  Social  Service  Con¬ 
sultant. 

Need  for  Executive  Development. 

In  common  with  most  of  the  other  departments,  the  majority  of 
the  senior  supervisory  staff  are  at  or  near  retirement  age.  The  average 
age  of  the  Department’s  senior  supervisory  staff  is  just  under  60.  This 
can  have  two  serious  effects  on  the  administration  of  the  Department: 

(1)  With  such  an  age  composition  of  the  supervisory  staff,  there  is 
often  a  tendency  to  continue  to  operate  as  in  the  past  and  resist 
changes  in  policies  and  practices; 

(2)  Practically  all  the  senior  supervisory  staff  will  retire  within  a 
few  years  of  each  other,  without  adequately  trained  personnel 
available  to  take  their  places. 

Consequently,  we  recommend  that  the  Department  participate  fully 
in  the  manpower  survey  recommended  elsewhere  in  this  report. 
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PROCEDURES. 

The  dispensation  of  public  assistance  involves  voluminous  paper¬ 
work  in  the  Department.  Since  the  Province  shares  in  the  relief  costs, 
certain  additional  procedures  and  forms  are  required  in  order  to  comply 
with  Provincial  regulations.  A  great  many  forms  are  mimeographed 
in  the  Department  with  insufficient  control  over  the  creation  of  such 
forms.  We  suggest  that  substantial  savings  could  be  obtained  from 
studying  the  forms  and  paper-work  procedures  in  the  Department  with 
a  view  to  eliminating  or  combining  various  forms  and  simplifying 
procedures.  This  could  be  done  without  reducing  the  good  internal 
control  now  in  effect.  A  series  of  recommendations  concerning  operating 
and  clerical  procedures  are  discussed  in  the  following  paragraphs: 

DEtict  Offices. 

Welfare  Forms: 

When  a  person  applies  for  unemployment  relief,  he  is  interviewed 
at  a  District  Office  and  a  one-page  “Home  Investigation  Form”  is  com¬ 
pleted.  A  Welfare  Visitor  calls  on  the  applicant  and  another  “Home 
Investigation  Form”  is  completed  as  well  as  a  four-page  “Application 
for  Relief”  form,  as  required  by  the  Province.  The  visitor  also  obtains 
signatures  of  the  applicant  on  these  forms  as  well  as  on  forms  signify¬ 
ing  agreement  to  conform  to  certain  City  regulations  and  to  authorize 
the  Department  to  investigate  the  applicant’s  assets  with  banks,  in¬ 
surance  companies  etc.  On  subsequent  visits,  while  the  person  is 
receiving  assistance,  the  visitor  completes  only  the  “Home  Investigation 
Form”  but  at  least  once  a  year  the  longer  Provincial  form  is  also 
completed  for  each  active  case.  Virtually  all  the  information  contained 
in  the  “Home  Investigation  Form”  is  also  contained  in  the  longer 
Provincial  form  and  we  believe  that  when  this  longer  form  is  pre¬ 
pared  it  should  not  be  necessary  to  complete  the  shorter  form  as  well. 

When  the  visitor  turns  in  the  report  on  the  visit,  and  assistance 
is  approved,  a  “Computation  of  Relief”  form  is  prepared  in  the  office 
by  copying  much  of  the  information  from  the  visitor’s  report.  The 
break-down  of  the  proposed  relief  payments  i.e.  for  food,  clothing,  fuel 
etc.  is  computed  and  written  on  this  form.  Then  a  “Cheque  Issuance 
Authority”  is  prepared  repeating  the  name,  address,  break-down  of 
payment  etc.  Any  changes  in  the  relief  payment  are  usually  covered 
by  a  “Home  Investigation  Form”  a  “Computation  of  Relief  Form”  and 
a  “Cheque  Issuance  Authority”. 

We  suggest  that  these  three  forms  be  re-designed  and  made  up  in 
sets  to  allow  information  common  to  the  other  forms  to  be  entered  by 
a  single  writing  using  carbon  paper.  This  would  eliminate  much  copy¬ 
ing  of  information  and  the  resulting  possibility  of  error.  The  common 
data  such  as  name,  address,  family,  case  number  etc.  would  be  placed 
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at  the  top  part  of  the  form;  the  bottom  part  of  the  forms  would  allow 
room  for  entering  the  information  specific  to  the  particular  copy.  A 
separate  set  should  be  available,  comprised  only  of  the  ‘‘Computation 
of  Relief”  and  ‘‘Cheque  Issuance  Authority”  when  no  home  investigation 
has  been  carried  out.  In  addition,  the  “Home  Investigation  Form”  and 
the  “Cheque  Issuance  Authority”  would  be  available  singly  for  use 
when  the  other  forms  are  not  required. 

Statistical  Records  of  Cases: 

When  cheques  have  been  issued  for  new  or  reinstated  cases,  a  clerk 
in  the  District  draws  the  file  for  each  case  on  the  list  received  from 
the  Issuance  Section,  and  completes  a  “Statistical  Record”  for  each 
case.  This  record  contains  a  great  deal  of  statistical  information  about 
the  case  such  as  age,  country  of  birth,  year  of  arrival  in  Canada,  war 
service,  degree  of  capacity  to  accept  work,  type  of  housing,  as  well  as 
sex,  age  and  certain  particulars  with  respect  to  dependents.  The  record 
is  sent  to  The  Master  Index  Unit,  Division  of  Maintenance  and  Special 
Services,  where  a  small  portion  of  the  information  is  analyzed  by 
spread  sheet  in  order  to  prepare  two  reports  each  month. 

We  suggest  that  the  “Statistical  Record”  form  be  eliminated  and 
the  “Cheque  Issuance  Authority”  be  coded  with  whatever  information 
is  needed  for  such  statistical  reports.  The  Issuance  Unit  would  key¬ 
punch  the  data  into  their  statistical  cards.  Our  reasons  for  this  recom¬ 
mendation  are  as  follows: 

1.  The  information  is  known  at  the  time  of  making  out  the 
“Cheque  Issuance  Authority”,  and  very  little  more  information 
would  be  required  on  this  form.  The  clerical  time  involved  in 
preparing  the  Statistical  Record,  and  manually  tabulating  the 
information  from  it,  would  be  eliminated. 

2.  The  mechanical  accounting  section  is  aleady  preparing  statistics 
of  cases  receiving  public  assistance. 

3.  The  “Statistical  Record”  form  records  a  good  deal  of  informa¬ 
tion  which  is  not  tabulated.  Each  year  the  Province  requires 
a  detailed  report  on  each  active  case  of  the  Department  for  a 
particular  month,  but  since  different  data  are  usually  asked 
for  each  year,  the  Statistical  Record  cannot  be  used  and  the 
original  records  or  case  files  must  be  consulted  in  each  case. 

Control  of  Visits: 

When  a  case  becomes  active,  a  control  slip  is  prepared  for  filing 
in  a  multi-ring  binder,  in  which  the  slips  are  shingled  to  provide  a 
visible  index.  The  slips  are  arranged  by  sub-districts  or  by  welfare 
visitor,  and  the  Supervisor  is  required  to  enter  the  date  of  each  visit 
when  reviewing  the  visitor’s  reports.  We  suggest  that  this  function 
should  be  carried  out  by  one  of  the  clerical  staff  by  having  the  “Home 
Investigation  Reports”  routed  through  a  control  clerk  who  would  check 
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the  appropriate  column  on  the  control  slip.  Once  a  month,  the  clerk 
would  notify  the  visitor  and  the  supervisor  of  any  cases  which  have 
not  been  visited  within  the  required  time  according  to  the  classification 
of  the  case. 

Filing  Case  Folders: 

An  undue  amount  of  time  in  the  District  Offices  is  spent  in  looking 
for  case  file  folders.  If  the  folder  is  not  in  the  filing  cabinets  it  may 
be  on  the  desk  of  almost  anyone  in  the  office.  This  problem  is  com¬ 
plicated  in  the  West  District  Office  by  a  process  of  filing  folders 
according  to  several  categories — “active”,  “inactive”,  “hold”  and  “can¬ 
celled”.  Thus  there  are  a  great  may  possible  places  in  which  a  file 
may  be  located.  This  is  a  difficult  problem  and  can  never  be  solved 
completely.  However,  the  situation  would  be  much  improved  if  the 
following  procedures  were  followed: 

1.  Whenever  a  staff  member  removes  a  file  folder,  an  “Out”  card 
would  be  inserted  in  the  file  in  its  place,  bearing  the  name  of 
the  person  taking  the  file.  That  person  would  be  responsible 
for  producing  the  file  if  requested  or  should  know  of  its 
whereabouts  and  would  see  that  it  is  returned  to  the  files 
when  the  work  is  completed. 

2.  Only  one  person  should  re-file  the  folder  in  the  cabinets. 

3.  Case  file  folders  should  be  filed  alphabetically  in  an  active  file 
and  removed  to  an  inactive  file  when  the  case  is  closed. 

Inactive  files  are  retained  in  the  District  Offices  for  a  period  of 
two  years  and  then  transferred  to  a  central  unit  where  inactive  case 
folders  are  filed  for  the  whole  Department.  Scheduling  of  the  transfer 
of  case  folders,  however,  is  needed  so  that  the  work  load  can  be 
equalized  throughout  the  year.  Scheduling  should  be  the  responsibility 
of  the  head  of  the  new  Administrative  Services  Section,  mentioned 
earlier. 

Some  work  has  been  done  on  setting  up  retention  schedules  and 
destroying  old  files  after  a  certain  time.  However,  it  has  been  the 
policy  to  retain  any  files  in  which  the  parent  or  dependent  is  under 
70  years  of  age.  This  is  to  assist  previous  relief  recipients  to  provide 
proof  of  age  for  applications  for  pensions.  In  order  to  do  this,  the 
folders  have  to  be  examine  and  certain  documents  in  the  files  selected 
for  retention. 

We  suggest  a  review  of  the  need  for  keeping  any  of  these  old  files 
and  a  check  on  the  frequency  of  reference  for  proof  of  age  purposes. 
Persons  who  have  not  received  welfare  assistance  do  not  have  such 
facilities  for  proving  their  ages  for  pension  purposes. 

One  of  the  responsibilities  of  the  new  Administrative  Services 
Section  would  be  to  develop  standard  methods  of  arranging  the  ma- 
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terial  within  the  case  folders.  Several  different  methods  are  now  being 
used  and  we  suggest  that  standard  procedures  should  be  developed 
and  implemented. 

Street  Index  Cards: 

In  each  of  the  Districts  an  alphabetical  card  index  as  well  as  a 
street  index  is  maintained  of  all  cases  active  in  the  District.  In  the 
Master  Index  Unit  a  similar  index  is  kept  up-to-date  for  all  contacts 
with  the  Department.  Since  the  name  of  the  recipient  is  usually 
known,  we  suggest  that  a  street  index  is  not  required  in  both  loca¬ 
tions.  We  recommend  that  the  Master  Index  Unit  maintain  this  file 
and  give  out  information  to  the  Districts  upon  request. 

Hospitalization  and  Nursing  Home  Unit. 

Set  out  below  are  recommendations  in  connection  with  the  operating 
and  clerical  procedures  followed  in  this  section: 

Investigation  of  Applications: 

The  financial  investigation  of  applicants  for  hospitalization  at 
public  expense  should  be  carried  out  by  the  District  visitors  in  the 
same  way  that  other  investigations  are  made.  One  person  might  be 
assigned  to  make  the  necessary  visits  in  hospitals,  but  the  other  visits 
should  be  made  by  the  regular  visitors  who  are  in  the  area  making 
other  calls.  Supervision  would  be  exercised  by  the  district  supervisory 
staff,  and  any  spare  time  of  the  hospital  visitor  could  be  devoted  to 
other  District  work.  On  the  other  hand,  the  other  District  visitors 
could  be  assigned  hospital  investigations  when  the  regular  hospital 
investigators  have  a  full  work-load. 

Control  of  Investigations: 

At  present,  the  hospitals  send  an  “Application  for  Hospital  Order” 
to  the  city  for  each  indigent  patient  admitted  who  appears  to  be  a 
City  of  Toronto  resident.  The  Hospitalization  Unit  prepare  an  “Investi¬ 
gation  Request”  form  in  duplicate  using  continuous  forms.  One  copy 
is  an  acknowledgment  to  the  hospital,  the  other  is  given  to  the  investi¬ 
gator.  A  control  list  is  prepared  for  each  batch  of  “Investigation 
Requests”  turned  over  to  an  investigator  showing  the  application 
number,  name,  address  and  hospital.  The  list  is  prepared  in  duplicate, 
one  for  the  investigator,  and  one  is  retained  in  the  Hospitalization 
Unit.  When  the  investigation  reports  are  returned,  the  items  on  the 
list  are  marked  with  the  date  returned. 

We  suggest  that  the  control  list  of  applications  be  dispensed  with 
and  in  its  place  a  third  copy  of  the  “Investigation  Request”  used  as  a 
control  copy.  These  would  be  filed  numerically  by  districts.  When  the 
reports  come  in,  the  appropriate  control  slip  would  be  marked 
“returned”  and  withdrawn  from  the  control  file.  The  outstanding 
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control  slips  would  be  in  chronological  order.  Accordingly,  for  follow¬ 
up  purposes,  each  morning  a  clerk  would  withdraw  any  slips  remaining 
in  the  outstanding  file  which  were  dated  say  eight  days  earlier.  The 
clerk  would  then  telephone  the  appropriate  districts  to  remind  them 
that  the  reports  must  be  completed  immediately  in  order  to  meet  the 
ten-day  deadline  set  by  the  Municipality  of  Metropolitan  Toronto. 

Pension  Cheques  of  Nursing  Home  Cases: 

The  Hospitalization  Unit  is  responsible  for  the  clerical  work  in¬ 
volved  in  checking  accounts  from  nursing  homes,  and  in  handling  any 
pension  cheques  payable  to  the  Department  by  patients.  In  some  cases, 
the  pension  cheques  are  assigned  to  the  City  and  the  Department 
prepares  spending  allowance  cheques  for  $7.00  for  each  pensioner. 
Federal  Old  Age  Pension  cheques  however,  cannot  be  assigned  unless 
the  pensioner  is  certified,  medically,  as  being  incapable  of  managing 
his  own  affairs.  Accordingly,  most  pension  cheques  are  made  out  to 
the  pensioner  but  sent  to  the  Department.  Each  month,  an  employee 
of  the  Hospitalization  Unit  delivers  the  cheques  individually  to  the 
patients  in  the  nursing  home,  obtains  an  endorsement  of  each  cheque 
by  the  pensioners,  and  gives  the  pensioner  a  cheque  for  $7.00  previously 
prepared  by  the  Issuance  Section.  There  are  about  300  city  patients 
in  nursing  homes  of  whom  195  are  pensioners.  Of  these  pensioners, 
about  25  have  assigned  their  cheques  to  the  City,  and  170  have  not, 
but  endorse  their  cheques  to  the  City  each  month. 

In  connection  with  this  latter  group  of  170  pensioners  there  is  a 
great  deal  of  clerical  work  involved  in  receiving  and  recording  the 
cheques,  preparing  the  pay  lists  for  the  $7.00  spending  allowance, 
delivering  the  cheques,  obtaining  endorsements  etc.  We  believe  this 
could  be  simplified  by  having  the  cheques  sent  direct  to  the  nursing 
home  proprietors,  who  would  have  the  pensioner  endorse  the  cheque 
and  would  give  the  pensioner  a  $7.00  spending  allowance  in  cash,  and 
a  receipt  for  the  balance.  The  Nursing  Home  proprietor  would  then 
bill  the  City  for  the  net  amount,  having  deducted  the  revenue  received 
from  the  pensioner.  The  few  assigned  cheques  would  be  treated  in  the 
same  manner  as  at  present. 

Collection  of  Hospital  Accounts: 

The  City  may  still  collect  on  indigent  hospital  accounts  which 
originated  prior  to  1954  when  Metropolitan  Toronto  took  over  the 
responsibility  for  hospitalization  of  indigents.  Collection  letters  are 
sent  to  persons  indebted  to  the  City.  No  form  letters  produced  on 
duplicating  equipment  are  used.  Each  collection  letter  is  individually 
typed  from  standard  form  letters.  Two  carbon  copies  are  prepared 
and  the  letters  are  signed  by  the  Commissioner.  Since  this  work  will 
decrease  in  volume,  because  very  few  new  accounts  are  being  set  up, 
we  have  not  developed  recommendations  for  simplifying  the  procedures. 
However,  even  on  the  present  basis,  economies  could  be  obtained  by 
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eliminating  the  second  and  third  carbon  copy  of  each  letter  that  is 
sent  out.  We  believe  that  it  should  be  necessary  only  to  note  on  the 
collection  card  the  number  of  the  form  letter  sent  out  and  the  date. 
Once  the  Commissioner  has  approved  the  various  form  letters,  these 
collection  letters  should  be  signed  by  the  head  of  the  Unit  without 
sending  them  to  Head  Office. 

Voluntary  Maintenance  Unit. 

Control  of  Per  Diem  Payments: 

This  unit  checks  the  monthly  bills  submitted  by  private  agencies 
who  are  providing  care  to  individuals,  primarily  children  and  elderly 
people,  on  behalf  of  the  city.  The  city  is  billed  on  a  per  diem  basis 
and  the  agencies  furnish  this  unit  with  the  names  of  all  those  in  their 
care  for  whom  a  “city  order”  has  been  issued.  This  involves  a  con¬ 
siderable  amount  of  typing  by  the  agencies  and  requires  a  detailed 
checking  by  the  Voluntary  Maintenance  Unit  of  the  City.  We  believe 
that  a  simplified  system,  based  on  the  principle  of  a  control  account, 
could  be  worked  out  with  the  larger  agencies  for  reducing  this  work. 
This  would  be  similar  to  the  procedures  now  used  by  Children’s  Aid 
Societies  to  bill  the  Welfare  and  Housing  Department  of  Metropolitan 
Toronto.  Under  this  system,  control  figures  would  be  established  as 
to  the  number  of  city-authorized  cases  at  the  beginning  of  each  month. 
This  figure,  multiplied  by  the  number  of  days  in  the  month,  would 
give  the  basic  figure  to  which  would  be  added  the  number  of  days  care 
of  persons  coming  into  care  during  the  month;  from  this  total  would 
be  deducted  the  non-chargeable  days  of  persons  discharged  during  the 
month;  the  resulting  figure  would  be  the  number  of  days  chargeable 
for  the  month.  Where  a  parent  or  relative  has  agreed  to  pay  part  of 
the  maintenance  costs,  dollar  control  figures  for  these  amounts  for  each 
agency  would  be  established  and  adjusted  in  the  same  way  that  the 
number  of  days  care  would  be.  The  adjusted  dollars  figure  would  be 
deducted  from  the  dollar  value  of  days  care  as  at  present. 

Recording  Days  Care  Provided: 

For  each  person  maintained  voluntarily  by  the  city  in  a  private 
agency  this  unit  keeps  a  “maintenance  card”  on  which  is  recorded 
certain  data  in  connection  with  the  person,  including  the  date  of 
admission  to  the  agency,  date  of  discharge,  period  for  which  main¬ 
tenance  granted,  etc.  The  card  is  also  used  to  record  the  number  of 
days  care  paid  for  and  an  entry  is  made  each  month  so  that,  if  at 
some  future  time  it  is  possible  to  obtain  re-payment,  this  information 
is  available.  It  should  not  be  necessary  to  post  the  data  each  month. 
The  number  of  days  care  can  be  calculated  easily  by  referring  to  the 
dates  of  admissions  and  discharges  shown  on  the  cards,  in  the  few 
cases  for  which  this  information  is  required. 
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Accounts  and  Issuance  Section, 

Cost  Cards: 

In  each  district,  individual  ledger  cost  cards  are  posted  each  month 
with  the  amounts  paid  to  the  individual.  Posting  is  carried  out  from 
the  tabulation  of  cheques  issued,  which  is  prepared  by  the  Issuance 
Unit,  using  punched  cards.  One  clerk  in  each  District  is  assigned  to 
this  work  on  a  full-time  basis.  The  purpose  of  the  record  is  to  provide 
information  as  to  the  amounts  paid  to  any  individual  in  the  event  that 
the  city  may  be  able  to  collect  either  from  the  recipient  at  a  later  date, 
or  from  another  municipality  or  government  if  the  recipient  is  a  “non¬ 
resident”  i.e.  not  a  resident  on  the  City  of  Toronto  as  defined  under 
the  regulations. 

We  suggest  a  review  of  the  need  for  such  records,  particularly  in 
the  case  of  individuals  who  are  residents  of  the  city.  The  basic  informa¬ 
tion  is  filed  in  the  case  folder,  in  the  form  of  copies  of  approved 
“Cheque  Issuance  Authorities”.  The  amounts  paid  out  can  be  deter¬ 
mined  from  these  documents  if  required.  If  a  ledger  record  proves 
necessary,  we  recommend  that  the  punched  card  installation  be  used 
for  this  purpose.  The  information  would  be  stored  on  punched  cards 
available  at  any  time  for  tabulation  during  the  year  and  a  tabulation 
at  the  end  of  the  year  would  produce  a  permanent  record  of  issuances 
arranged  by  name  of  recipient.  For  billing  to  other  municipalities 
monthly,  the  mechanical  accounting  section  would  produce  a  list  of  all 
cheques  issued  to  non-residents. 

Control  of  Documents: 

When  forms  or  documents  are  sent  from  one  section  of  the  Depart¬ 
ment  to  another,  the  usual  procedure  is  to  prepare  a  covering  list  of 
the  documents  in  some  detail,  and  often  in  several  copies.  The  recipient 
quite  frequently  must  sign  and  return  a  copy  of  the  control  list  to 
signify  receipt  of  all  the  documents.  This  is  the  situation,  for  example, 
when  “Cheque  Issuance  Authorities”,  “Cancellation  Notices”,  etc.  are 
sent  by  the  District  to  the  Issuance  Unit  at  Head  Office.  The  system 
is  also  used  when  “Applications  for  Medication”  are  transmitted  to 
various  sections  or  Districts.  While  this  procedure  provides  a  good 
measure  of  control,  and  responsibility  or  blame  for  lost  documents  or 
lack  of  action  can  thus  be  placed,  the  clerical  work  involved  appears 
out  of  proportion  to  the  control  achieved.  We  suggest  that  simpler 
methods  be  used  for  this  purpose.  Control  could  be  achieved  in  a 
number  of  ways.  For  example,  when  “Cheque  Issuance  Authorities” 
are  sent  to  the  Issuance  Unit,  the  total  dollar  figure  could  be  used  as 
the  control  figure.  The  districts  would  merely  take  an  adding  machine 
tape  of  the  dollar  values  shown  on  the  “Cheque  Issuance  Authorities” 
being  transmitted;  a  covering  note,  stating  this  amount,  would  be  sent 
with  the  forms.  When  the  Issuance  Unit  received  the  forms  the  control 
figure  would  be  checked  by  adding  the  dollar  amounts.  If  there  were 
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any  discrepancy,  it  would  be  cleared  up  by  telephone  with  the  sender. 
On  the  other  forms  when  dollar  figures  are  not  shown,  control  could 
be  on  the  number  of  forms  transmitted  or  even  on  the  last  three  digits 
of  the  serial  number  of  the  cases  involved. 

Deadlines  on  Authorities  to  Issue  Cheques: 

Two  types  of  relief  cheques  are  issued:  emergency  and  regular. 

For  each  emergency  cheque  a  separate  “Cheque  Issuance  Authority” 
is  required  while  for  regular  relief  cheques,  one  “Cheque  Issuance 
Authority”  gives  approval  for  issuing  a  cheque  each  month  until  the 
authority  is  cancelled.  “Cheque  Issuance  Authorities”  for  cases  to  be 
put  on  the  regular  pay-list  must  be  turned  in  by  the  12th  of  each  month 
in  order  to  be  included  in  the  regular  pay-list  at  the  end  of  the  month. 
If  a  case  is  to  be  put  on  the  regular  pay-list  after  the  12th,  an  emerg¬ 
ency  authority  is  issued  for  the  month-end  payment  and  an  additional 
authority  is  required  to  place  the  case  on  the  regular  pay-list  at  the 
ends  of  the  following  month  and  the  subsequent  months.  If  applicants 
for  relief  are  destitute  on  arrival  at  the  District  Office,  provisions  are 
made  for  issuing  an  emergency  cheque  to  cover  the  period  to  the  end 
of  the  month.  There  are  roughly  4,000  regular  cheques  and  about  2,000 
emergency  cheques  issued  each  month. 

Since  additional  forms,  checking  and  handling  are  required  in 
connection  with  emergency  cheques,  it  is  important  to  keep  the  number 
of  these  cheques  to  a  minimum.  It  will  never  be  possible  to  eliminate 
emergency  cheques  entirely,  but  our  observations  indicate  that  the 
number  of  these  cheques  could  be  reduced  by  moving  the  deadline  for 
new  regular  cases  closer  to  the  end  of  the  month.  This  would  reduce 
the  number  of  “Emergency  Cheque  Issuance  Authorities”  which  are 
required  since  each  regular  case  which  is  authorized  after  the  deadline, 
requires  at  least  two  authorities  before  the  case  is  entered  on  the 
regular  rolls.  It  would  also  reduce  the  number  of  cancellations  of 
cheques,  revisions  in  amounts  etc.,  which  have  to  be  made  because  the 
cut-off  date  is  so  far  in  advance  of  the  payment  date.  The  Issuance 
Section  would  have  to  re-schedule  its  operations  to  some  extent  and 
it  should  be  pointed  out  that  the  districts  would  have  to  co-operate  by 
sending  in  new  authorities,  changes  etc.,  as  soon  as  they  are  known  to 
them,  to  allow  the  Issuance  Unit  to  process  them  as  far  as  possible 
prior  to  the  final  deadline. 

“Charge-Backs”: 

As  mentioned  earlier,  when  another  municipality  or  government 
accepts  responsibility  for  an  individual  whose  established  “resident” 
is  in  another  location,  the  City  provides  financial  assistance  to  the 
individual  and  bills  the  other  municipality  for  the  assistance  given. 

A  clerk  in  the  Division  of  Maintenance  and  Special  Services,  visits 
the  districts  and  enters  the  amounts  paid  to  “non-residents”  on  a 
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“Non-Resident  Charge-Back  Account  Card”.  Information  is  obtained 
from  the  Cost  Cards  maintained  in  the  districts.  Bills  in  triplicate 
are  prepared,  one  for  each  case,  showing  the  amounts  paid  for  food, 
clothing,  shelter,  etc.  One  copy  is  sent  to  the  General  Accounting  Unit, 
the  other  two  copies  are  sent  to  the  other  municipality.  The  clerk 
posts  the  amount  billed  to  an  accounts  receivable  card  filed  by  munic¬ 
ipality,  and  when  the  money  is  received  the  receipt  number  is  entered 
opposite  the  entry. 

As  outlined  earlier,  we  believe  that  the  Issuance  Unit  should  provide 
a  list  each  month  of  the  amounts  paid  to  “non-residents”.  The  General 
Accounting  Unit  should  prepare  the  billings,  for  all  cases  where  another 
municipality  has  accepted  responsibility.  These  “authorities”  would  be 
forwarded  to  the  General  Accounting  Unit  by  the  Non-Resident  Unit 
under  the  Public  Assistance  Consultant.  A  copy  of  the  billing  would 
be  filed  by  municipality,  and  would  constitute  the  accounts  receivable 
records.  When  the  money  is  received,  the  billing  copy  would  merely 
be  stamped  “paid”  and  transferred  to  a  Paid  File.  The  billing  copies 
remaining  in  the  Unpaid  File  would  represent  the  accounts  receivable 
and  the  total  of  the  amounts  owed  by  all  municipalities  would  agree 
with  a  control  total  in  a  ledger  account.  This  would  eliminate  a  great 
deal  of  detail  posting  and  record  keeping. 

Head  Office. 

There  are  a  number  of  procedures  followed  by  the  Department 
which  are  common  to  other  Departments  and  which,  we  believe,  should 
be  simplified  to  produce  substantial  economies.  One  of  these  pro¬ 
cedures  relates  to  the  handling  of  correspondence  and  the  signing  of 
letters.  In  the  section  of  our  report  on  the  Public  Works  Department 
we  have  recommended  that  a  study  be  made  in  that  department,  in 
conjunction  with  the  Organization  and  Methods  Division,  to  develop  a 
simplified  procedure  for  this  work.  Under  such  a  system,  a  policy 
should  be  set  out  defining  the  type  of  correspondence  requiring  the 
signature  of  a  senior  official.  This  would  be  a  small  part  of  the  total 
correspondence.  We  suggest  that  the  Public  Welfare  Department 
adopt  such  procedures  when  developed.  Other  procedures  which  should 
be  simplified  in  common  with  other  departments  are  the  accounting  for 
postage  used  by  the  Department,  and  for  street  car  tickets  used  by 
employees. 

In  addition,  there  is  one  procedure  followed  in  the  mail  room  which 
appears  unnecessary.  Two  copies  of  all  outgoing  letters  are  prepared 
for  Head  Office  use.  One  is  filed  in  the  correspondence  files.  The  other 
is  filed  immediately  in  a  separate  binder  by  Division  or  Section,  and 
each  letter  is  recorded  in  an  index,  kept  at  the  back  of  the  binder. 
We  understand  this  is  used  for  temporary  reference  until  the  other  is 
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filed.  We  suggest  that  the  first  copy  be  filed  immediately,  making  the 
other  copy  superfluous. 

It  is  difficult  to  estimate  the  savings  which  should  result  from  the 
procedures  recommended  in  this  section  of  the  report.  However,  a 
saving  of  at  least  three  full-time  clerks  should  be  possible  and  addi¬ 
tional  savings  equivalent  to  the  time  of  about  another  three  clerks 
should  be  achieved  if  the  recommendations  are  implemented. 


SECTION  11 


PARKS  AND  PROPERTY  DEPARTMENT 


We  recommend  that  a  Parks  and  Property  Department  be  estab¬ 
lished.  This  Department  would  operate  under  the  direction  of  a 
Commissioner  of  Parks  and  Property  who  would  be  responsible  through 
the  Committee  on  Parks  and  Property  to  the  Board  of  Control. 

DUTIES. 

The  duties  of  the  Parks  and  Property  Department  would  be: 

1.  To  provide  operating  space  and  related  services  to  all  civic 
departments. 

2.  To  rent  city-owned  properties  not  required  for  civic  operations. 

3.  To  provide  caretaking  and  building  operation  staffs. 

4.  To  operate  public  weigh  scales  and  lavatories. 

5.  To  provide  uniform  standards  and  programs  of  mainten¬ 
ance  for  all  city-owned  properties. 

6.  To  provide  construction  alteration,  maintenance  and  repair 
services  for  all  civic  buildings  and  furniture,  and  all  recrea¬ 
tional  facilities  and  equipment. 

7.  To  operate  a  central  building  trades  shop. 

8.  To  estimate  building  construction  and  alteration  costs. 

9.  To  prepare  minor  building  plans  and  specifications. 

10.  To  recommend  architects  for  the  design  of  new  civic  buildings. 

11.  To  direct  outside  architects  in  the  design  of  new  civic  buildings. 

12.  To  analyze  and  recommend  building  construction  tenders  for 
acceptance. 

13.  To  supervise  construction  of  buildings  for  the  city  by  inde¬ 
pendent  contractors. 

14.  To  plan  future  parks  and  other  recreational  facilities. 

15.  To  maintain  and  operate  parks. 

16.  To  cut  weeds. 

17.  To  provide  horticultural  services. 

18.  To  provide  forestry  services. 
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19.  To  plan  recreational  programs. 

20.  To  conduct  community  centre  and  playground  activities. 

21.  To  operate  field  recreational  facilities  such  as  rinks,  swimming 
pools,  etc. 

22.  To  operate  the  Municipal  Abattoir. 

Most  of  these  duties  are  being  discharged  now  by  various  civic 
departments.  The  following  lists  indicate  by  existing  departments,  those 
duties  which  are  now  being  discharged,  and  which  we  propose  that  the 
Parks  and  Property  Department  assume. 

Property  Department. 

1.  Rental  of  buildings. 

2.  Caretaking  and  building  operation. 

3.  Provision  of  telephone  service. 

4.  Operation  of  public  weigh  scales  and  lavatories. 

5.  Construction,  alteration,  maintenance  and  repair  of  buildings 
and  furniture. 

6.  Cutting  weeds. 

The  Property  Department  would  no  longer  operate  as  a  separate 
department.  The  remaining  duties  being  discharged  by  it  would  be 
assigned  to  the  following  departments,  for  reasons  outlined  in  our 
reports  on  these  other  departments. 

(a)  Maintenance  and  operation  of  city-owned  vehicles.  This  duty 
would  be  discharged  by  the  Equipment  Division  of  the  Public 
Works  Department. 

(b)  By-law  enforcement  and  inspection.  This  duty  would  be 
assumed  by  the  Building  Regulation  Division  of  the  Develop¬ 
ment  Department. 

(c)  Provision  of  secretarial  staff  to  the  Committee  of  Adjustments. 
This  duty  would  be  assumed  by  the  Secretarial  Division  of 
the  City  Clerk’s  Department. 

(d)  Operation  of  public  baths.  This  duty  would  be  assumed  by 
the  Welfare  Department. 

Department  of  Parks  and  Recreation. 

1.  Construction,  alteration,  maintenance  and  repair  of  buildings 
and  furniture,  recreational  facilities  and  equipment. 

2.  Planning  future  parks  and  other  recreational  facilities. 

3.  Maintenance  and  operation  of  parks. 

4.  Horticultural  operations. 

5.  Forestry  operations. 

6.  Planning  of  recreational  programs. 

7.  Conduct  of  community  centre  and  playground  activities. 
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8.  Operation  of  field  recreational  facilities  such  as  rinks,  swimming 
pools,  etc. 

The  maintenance  and  operation  of  zoos  has  been  omitted  from  this 
list  because  we  understand  that  this  activity  is  to  be  taken  over  by 
Metropolitan  Toronto. 

The  Department  of  Parks  and  Recreation  would  no  longer  operate 
as  a  separate  department.  The  responsibility  for  maintaining  its  vehicles 
and  related  equipment  would  be  assigned  to  the  Equipment  Division  of 
the  Public  Works  Department  for  reasons  outlined  in  our  report  on  the 
Public  Works  Department. 

Department  of  Buildings. 

1.  Construction,  alteration,  maintenance  and  repair  of  buildings 
and  furniture. 

2.  Estimating  building  construction  and  alteration  costs. 

3.  Preparation  of  building  plans  and  specifications. 

4.  Recommendation  of  architects  for  the  design  of  new  civic 
buildings. 

5.  Direction  of  outside  architects  in  the  design  of  new  civic 
buildings. 

6.  Analyzing  and  recommending  building  construction  tenders  for 
acceptance. 

7.  Supervision  of  construction  of  buildings  for  the  city  by  inde¬ 
pendent  contractors. 

Works  and  Streets  Departments. 

Construction,  alteration,  maintenance  and  repair  of  buildings  and 
furniture. 

Welfare  and  Fire  Departments. 

Maintenance  and  repair  of  buildings  and  furniture. 

Real  Estate  Division. 

Rental  of  unused  land. 

Municipal  Abattoir. 

Operation  of  the  abattoir  facilities. 

The  Municipal  Abattoir  would  no  longer  operate  as  a  separate 
department.  It  would  become  a  division  of  the  Parks  and  Property 
Department. 

The  following  list  indicates  those  duties  which  are  not  now  being 
performed  in  the  civic  administration  and  which  we  propose  be  added 
to  the  responsibilities  of  the  Parks  and  Property  Department. 
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1.  The  provision  of  operating  space  and  related  services  to  all 
civic  departments. 

2.  The  provision  of  uniform  standards  and  programs  of  mainten¬ 
ance  for  all  city-owned  properties. 

3.  The  operation  of  a  central  building  trades  shop. 

The  reasons  for  assigning  all  of  the  duties  described  above  to  a 
Parks  and  Property  Department  are  discussed  below,  in  connection 
with  the  allotment  of  duties  to  divisions  within  the  department. 

ORGANIZATION. 

The  organization  that  we  propose  for  the  Parks  and  Property 
Department  is  set  out  in  chart  form  on  the  opposite  page. 

The  organization  and  activities  of  each  Division  are  discussed  in 
the  following  paragraphs. 
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PARKS  DIVISION. 

The  Parks  Division  would  operate  under  a  Director  of  Parks  who 
would  be  responsible  to  the  Commissioner  of  Parks  and  Property. 

DIVISIONAL  DUTIES. 

The  Parks  Division  would  be  responsible  for — 

1.  Planning  future  parks  and  other  recreational  facilities  in  con¬ 
junction  with  the  Recreation  Division  and  the  City  Planning 
Board. 

2.  Maintaining  and  operating  parks. 

3.  Cutting  weeds. 

4.  Providing  horticultural  services  including  the  operation  of 
greenhouses. 

5.  Providing  forestry  services. 

These  duties  are  discussed  below: 

Planning  Parks  and  Recreational  Facilities. 

The  provision  of  adequate  park  and  recreational  facilities  in  a 
community  in  which  many  areas  are  changing  and  redeveloping  rapidly 
demands  continuous  planning.  Much  has  been  done  in  this  respect 
recently.  We  recommend  that  the  planning  of  parks  and  recreational 
facilities  continue  to  be  a  primary  responsibility  of  both  the  Parks 
Division  and  the  Recreation  Division,  working  in  conjunction  with 
each  other  and  with  the  City  Planning  Board. 

Maintenance  and  Operation  of  Parks. 

Maintenance  and  operation  of  parks  refers  to  the  general  care¬ 
taking  activities  required  in  parks  grounds  and  in  the  general  parks 
buildings  located  in  them.  These  buildings  do  not  include  community 
and  recreation  centres  or  greenhouses.  The  activities  include  cutting 
grass,  raking  leaves,  picking  up  paper,  cleaning  buildings,  placing 
benches,  watering  plants,  sodding  and  grading,  marking  ball  fields  and 
tennis  courts,  shovelling  snow,  flooding  and  cleaning  ice  rinks,  etc.  We 
recommend  that  these  activities  continue  to  be  performed  by  this 
division. 

Weed  Cutting. 

The  Property  Department  is  responsible  for  cutting  weeds  on  City- 
owned  lands.  It  is  responsible  also  under  the  Weed  By-Law,  for  cutting 
weeds  on  private  properties  wherever  necessary  and  charging  the  cost 
of  doing  so  to  the  property  owners.  The  Building  Regulation  Division 
of  the  proposed  Development  Department  employs  inspectors  to  patrol 
all  city  streets.  In  our  report  on  that  Department,  we  recommend  that 
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the  Inspection  Section  of  the  Building  Regulation  Division  enforce  the 
Weed  By-Law  and  notify  the  Parks  and  Property  Department  of  weeds 
which  require  cutting.  Since  the  Parks  Division  has  the  personnel  and 
equipment  necessary  for  cutting  weeds,  we  recommend  that  this  division 
take  over  that  responsibility. 

Provision  of  Horticultural  Services. 

The  provision  of  horticultural  services,  i.e.,  operating  greenhouses, 
designing  and  planting  flower  and  shrub  beds,  providing  floral  displays, 
etc.,  is  a  responsibility  of  the  Parks  Division  of  the  Department  of 
Parks  and  Recreation  at  present.  We  recommend  that  this  duty  be 
assigned  to  the  Parks  Division  in  the  proposed  Parks  and  Property 
Department. 

Provision  of  Forestry  Services. 

Forestry  services,  i.e.,  the  planting,  spraying,  pruning  and  removal 
of  trees  are  being  performed  now  by  a  division  of  the  Department  of 
Parks  and  Recreation.  We  recommend  that  the  provision  of  such 
services  remain  as  part  of  the  parks  operations  in  the  Parks  Division 
of  the  Parks  and  Property  Department. 

ORGANIZATION. 

The  organization  which  we  propose  for  the  Parks  Division  is  set 
out  in  chart  form  on  the  following  page.  This  organization  differs  from 
that  presently  existing  in  the  Parks  Department  in  the  respects  and 
for  the  reasons  described  below. 

General  Caretaking  Section. 

At  present,  there  are  three  inspectors  in  the  general  parks  section 
of  the  Department  of  Parks  and  Recreation.  These  inspectors  were 
added  to  the  staff  recently  as  part  of  an  extensive  program  of  parks 
improvement.  We  recognize  the  temporary  necessity  for  these  in¬ 
spectors  under  existing  conditions.  However,  their  responsibilities  over¬ 
lap  the  duties  of  the  Area  Supervisors  to  some  extent.  We  recommend, 
therefore,  that  as  soon  as  practicable,  their  duties  be  taken  over  by  the 
Area  Supervisors.  This  may  necessitate  the  addition  of  a  third  Area 
Supervisor. 

Horticultural  Section. 

Horticulture  is  becoming  an  increasingly  important  phase  of  parks 
operation.  It  demands  specialized  knowledge  and  skills  not  required  in 
general  parks  caretaking.  We  recommend,  therefore,  that  the  horti- 
culturalist  and  his  staff  be  removed  from  the  general  parks  caretaking 
section  and  established  as  a  separate  section  of  the  Parks  Division. 
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Forestry  Section. 

The  Arborist  has  a  Forestry  Supervisor  working  directly  for  him, 
who  investigates  complaints  and  requests  for  service  and  who  directs 
the  rest  of  the  Arborist’s  staff.  This  staff  consists  of  three  area  fore¬ 
men,  each  with  a  sub-foreman  and  staff  under  him  and  six  foremen  in 
charge  of  specialized  equipment,  each  with  a  staff.  In  the  proposed 
organization  two  area  supervisors  would  be  responsible  directly  to  the 
Arborist.  Each  supervisor  would  have  five  or  six  foremen  responsible 
to  him.  Each  foreman  would  be  assigned  staff  and  equipment  as 
required.  An  inspector  would  be  appointed  to  be  responsible  directly 
to  the  Arborist.  He  would  investigate  complaints  and  requests  for 
service  and  would  perform  such  additional  work  as  the  Arborist 
required.  The  proposed  organization  has  the  following  advantages: 

1.  The  Arborist  would  exercise  more  direct  supervision  over  his 
staff. 

2.  The  Area  Supervisors  would  have  more  time  to  plan,  organize 
and  supervise  forestry  activities,  as  a  result  of  not  being  re¬ 
sponsible  for  the  direction  of  an  individual  crew. 

3.  The  Inspector  would  not  have  to  attempt  to  supervise  the 
entire  staff  as  well  as  perform  inspections  and  render  general 
assistance  to  the  Arborist. 

4.  Staff  and  equipment  would  be  assigned  to  foremen  by  the 
Area  Supervisors  on  the  basis  of  the  type  of  work  to  be  per¬ 
formed,  thus  minimizing  the  loss  of  man  and  machine  hours 
due  to  excess  staff  and  equipment. 

RESPONSIBILITIES. 

Responsibilities  in  the  proposed  organization  would  be  assigned 
as  follows: 

Director  of  Parks. 

1.  Exercise  general  supervision  over  the  Parks  Division  through 
the  General  Caretaking  Superintendent,  the  Horticulturalist 
and  the  Arborist. 

2.  Plan  future  parks  and  other  recreational  facilities  in  conjunc¬ 
tion  with  the  Director  of  Recreation  and  the  City  Planning 
Board. 

General  Caretaking  Superintendent. 

1.  Supervise  the  General  Caretaking  Section  through  the  Area 
Supervisors. 

2.  Schedule  the  work  of  the  General  Caretaking  Section. 

3.  Act  for  the  Director  of  Parks  during  temporary  absences. 
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Horticulturalist. 

1.  Supervise  the  personnel  of  the  Horticultural  Section. 

2.  Schedule  the  work  of  the  Horticultural  Section. 

3.  Supervise  the  operation  of  greenhouses. 

4.  Plan  flower  and  shrub  beds  and  displays. 

5.  Produce  and  plant  flowers  and  shrubs. 

Arborist. 

1.  Supervise  the  personnel  of  the  Forestry  Section  through  the 
Area  Supervisors. 

2.  Schedule  the  work  of  the  Forestry  Section. 

3.  Plan  the  planting,  pruning,  spraying  and  removal  of  City- 
owned  trees. 


Area  Supervisor — General  Caretaking  Section. 

1.  Supervise  the  general  parks  maintenance  personnel  in  his  area 
through  the  foremen. 

2.  Schedule  the  work  in  his  area. 

3.  Allocate  staff  and  equipment  to  parks  foremen  as  required 
by  them  for  the  maintenance  and  operation  of  parks  and  parks 
buildings. 

4.  Ensure  that  grass-cutting,  leaf-raking,  paper-picking,  building¬ 
cleaning,  bench-placing,  plant  watering,  sodding  and  grading, 
ball  field  and  tennis  court-marking,  snow-shovelling,  flooding 
and  cleaning  of  ice  rinks,  etc.,  are  carried  out  as  required  in 
parks. 

5.  Ensure  that  weeds  are  cut  as  required. 

Area  Supervisor — Forestry  Section. 

1.  Supervise  the  forestry  personnel  through  the  foremen. 

2.  Schedule  the  work  in  his  area. 

3.  Organize  and  allocate  the  forestry  work,  personnel  and  equip¬ 
ment  to  the  foremen  in  his  area. 

4.  Ensure  that  tree  planting,  pruning,  spraying  and  removal  are 
carried  out  as  required. 

Inspector — Forestry  Section. 

1.  Investigate  complaints  and  requests  for  service. 

2.  Assist  and  perform  special  duties  as  required  by  the  Arborist. 

3.  Act  for  the  Arborist  during  temporary  absences. 

Chief  Clerk. 

1.  Provide  stenographic  and  clerical  assistance  for  the  division. 
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Forestry  Operations. 

The  forestry  operations  are  not  carried  out  with  the  best  balanced 
combination  of  personnel  and  equipment.  Each  area  foreman  is 
assigned  sufficient  staff  to  perform  two  jobs  at  the  same  time  in 
most  cases.  However,  the  area  foreman  is  assigned  only  one  vehicle. 
As  a  result,  frequently  time  is  lost  in  transporting  crews  from  job  to 
job  and  supervision  is  difficult.  The  revised  organization  proposed  above 
would  improve  this  situation  to  some  extent.  However,  we  recommend 
that  a  review  be  carried  out  to  determine  the  best  balance  of  men  and 
equipment  for  the  section. 

Saw  and  Axe  Sharpening. 

A  member  of  the  Arborist’s  staff  has  the  full-time  job  of  sharpen¬ 
ing  saws  and  axes.  He  works  in  a  small  shop  under  the  Alec  Duff 
Memorial  Swimming  Pool.  In  keeping  with  our  recommendations  con¬ 
cerning  the  responsibilities  of  the  proposed  Maintenance  Division,  we 
recommend  that  this  function  come  under  the  direction  of  that  division. 
This  would  provide  better  supervision  and  prevent  duplication  of 
equipment. 

Garage  Facilities. 

The  Department  of  Parks  and  Recreation  has  a  garage  on  Cross 
Street  in  which  it  repairs  its  equipment  and  stores  its  vehicles  over¬ 
night.  Because  of  the  large  number  of  vehicles  that  must  be  stored 
in  this  garage  and  because  it  is  located  in  the  centre  of  a  City  block 
with  only  one  means  of  entry  or  exit,  there  is  considerable  congestion 
in  getting  vehicles  out  in  the  morning  and  back  in  again  in  the 
evening.  In  addition,  because  the  garage  is  located  in  the  West  end 
of  the  City,  a  considerable  distance  from  the  scene  of  some  operations, 
it  is  necessary  in  some  cases,  to  pay  overtime  wages  to  drivers  in  order 
to  get  vehicles  to  and  from  work  sites  and  have  them  on  the  job  for 
the  full  working  day. 

The  inadequacy  of  garage  facilities  has  been  recognized  in  the 
Department  of  Parks  and  Recreation  and  recently  some  vehicle  storage 
facilities  have  been  constructed  in  High  Park.  In  our  report  on  the 
Public  Works  Department,  we  recommend  that  that  department  take 
over  the  operation  of  all  garage  facilities.  We  recommend  that  as 
soon  as  possible  after  the  formation  of  an  Equipment  Division,  the 
director  of  that  division  undertake  a  complete  review  and  reorganization 
of  the  locations  available  for  the  storage  and  repair  of  Parks  Division 
vehicles. 
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RECREATION  DIVISION. 

The  Recreational  Division  would  operate  under  a  Director  of 
Recreation  who  would  be  responsible  to  the  Commissioner  of  Parks  and 
Property. 

DIVISIONAL  DUTIES. 

The  Recreation  Division  would  be  responsible  for — - 

1.  Planning  future  parks  and  other  recreational  facilities  in  con¬ 
junction  with  the  Parks  Division  and  the  City  Planning  Board. 

2.  Planning  recreational  programs. 

3.  Conducting  community  centre  and  playground  activities. 

4.  Operating  field  recreational  facilities  such  as  rinks,  swimming 
pools,  etc. 

The  necessity  for  planning  parks  and  recreational  facilities  is 
discussed  above  in  connection  with  the  duties  proposed  for  the  Parks 
Division. 

As  noted  in  our  report  on  the  Parks  Division,  the  planning  of 
future  parks  and  recreational  facilities  must  continue  to  be  a  primary 
responsibility  of  both  the  Recreation  and  Parks  Divisions.  The  planning 
of  recreational  programs  and  conducting  of  community  centre  and 
playground  activities  are  now  being  carried  out  by  the  Recreation 
Division  of  the  Department  of  Parks  and  Recreation. 

With  respect  to  the  operation  of  recreational  facilities,  some 
changes  would  result  from  our  recommendations  concerning  the  Serv¬ 
ices  and  Maintenance  Divisions.  We  have  recommended  that  the 
Services  Division  provide  caretaking  and  building  operation  services 
to  all  city  buildings  and  that  the  Maintenance  Division  provide  all 
repair  and  maintenance  services.  Accordingly,  the  Recreation  Division 
would  be  required  to  provide  only  such  staff  as  athletic  and  crafts 
instructors,  cashiers,  etc.,  for  the  operation  of  recreational  facilities. 
The  personnel  and  equipment  employed  to  repair  and  maintain  arti¬ 
ficial  ice  rinks,  electrical  equipment  at  rinks,  ball  parks,  bowling  greens, 
tennis  courts,  etc.,  and  community  centre  and  playground  equipment 
would  be  transferred  to  the  Maintenance  Division. 

ORGANIZATION. 

The  organization  that  we  recommend  for  the  Recreation  Division 
is  set  out  in  chart  form  on  the  opposite  page.  This  organization  differs 
considerably  from  that  which  exists  at  present.  The  Recreation  Divi¬ 
sion  now  is  divided  into  two  sections;  a  Community  Centres,  Field 
Recreation  and  Artificial  Ice  Rinks  Section  and  a  Playgrounds  Section. 
There  is  no  basic  distinction  between  the  activities  carried  on  by  these 
two  sections.  Both  provide  athletic,  social  and  crafts  facilities  and 
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programs  and  both  provide  programs  for  both  adults  and  children. 
Recreational  programs  and  facilities  are  provided  in  each  section 
of  the  City  on  the  basis  of  the  needs  and  wishes  of  the  people  in  that 
area,  regardless  of  which  section  administers  them.  We  recommend, 
therefore,  that  the  responsibility  for  supervising  and  administering 
recreational  programs  and  facilities  be  divided  on  the  basis  of 
geographical  area.  The  city  would  be  divided  into  four  areas,  Central, 
Eastern,  Northern,  and  Western.  A  supervisor  in  each  area  would  be 
responsible  for  the  supervision  and  administration  of  all  recreational 
facilities  in  that  area.  The  head  of  each  recreational  unit  in  an  area 
would  be  responsible  to  the  Area  Supervisor. 

We  recommend  that  a  Planning  Section  be  established,  to  be 
responsible  for  preparing  courses,  obtaining  and  training  instructors 
and  issuing  permits  for  the  use  of  recreational  facilities.  This  section 
would  supply  the  Area  Supervisors  with  whatever  courses  and  instruc¬ 
tors  they  required.  The  job  of  determining  what  kind  of  recreational  pro¬ 
grams  are  required  in  an  area  would  be  the  responsibility  of  the  Area 
Supervisor.  However,  if  the  Area  Supervisors  are  to  discharge  their 
supervisory  duties  satisfactorily,  they  can  not  be  expected  to  devise 
courses  for  these  activities  nor  to  obtain  and  train  instructors. 

RESPONSIBILITIES. 

Responsibilities  in  the  proposed  organization  would  be  assigned  as 
follows: 

Director  of  Recreation. 

1.  Exercise  general  supervision  over  the  Recreation  Division 
through  the  Area  Supervisors  and  the  Planning  Supervisor. 

2.  Plan  future  parks  and  other  recreational  facilities  in  conjunc¬ 
tion  with  the  Director  of  Parks  and  the  City  Planning  Board. 

Planning  Supervisor. 

1.  Supervise  the  personnel  of  the  Planning  Section. 

2.  Prepare  programs  of  athletic,  social  and  crafts  activities. 

3.  Obtain  and  train  recreation  instructors. 

4.  Issue  permits  for  the  use  of  recreational  facilities. 

5.  Collect  fees  for  the  use  of  recreational  facilities. 

6.  Act  for  the  Director  of  Recreation  during  temporary  absences. 

Area  Supervisor. 

1.  Supervise  the  recreation  personnel  in  his  area,  through  the 
recreation  centre  heads. 

2.  Provide  recreational  programs  to  meet  the  needs  and  wishes 
of  the  people  in  his  area. 

3.  Supervise  the  operation  of  the  recreational  facilities  in  his 


area. 
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ARCHITECTURAL  DIVISION, 

The  Architectural  Division  would  operate  under  a  City  Architect 
who  would  be  responsible  to  the  Commissioner  of  Parks  and  Property. 

DIVISIONAL  DUTIES. 

The  Architectural  Division  would  be  responsible  for— 

1.  Estimating  building  construction  and  alteration  costs. 

2.  Preparing  minor  building  plans  and  specifications. 

3.  Recommending  architects  for  the  design  of  new  civic  buildings. 

4.  Directing  outside  architects  in  the  design  of  new  civic  buildings. 

5.  Analyzing  and  recommending  building  construction  tenders  for 
acceptance. 

6.  Supervising  construction  of  buildings  for  the  city  by  indepen¬ 
dent  contractors. 

At  present,  these  duties  are  performed  by  the  Architectural  Division 
of  the  Department  of  Buildings.  We  recommend  that  this  division  be 
transferred  to  the  Parks  and  Property  Department.  In  addition,  we 
have  the  following  additional  recommendations  with  respect  to  the 
operations  of  this  division. 

Construction  and  Maintenance. 

In  addition  to  the  duties  outlined  above,  the  present  Architectural 
Division  performs  construction  and  alteration  work.  As  noted  above, 
we  recommend  that  all  construction  and  maintenance  work,  so  far  as 
it  continues  to  be  performed  by  a  civic  department,  be  performed  by 
the  Maintenance  Division. 

Method  of  operation. 

The  duties  recommended  for  the  Architectural  Division  are  similar 
to  those  now  being  discharged  by  it.  However,  some  of  the  changes 
in  organization  and  methods  proposed  elsewhere  in  this  report  would 
affect  the  methods  employed  in  the  discharge  of  these  duties.  Therefore, 
we  outline  briefly  below  the  procedures  which  would  be  followed. 

The  Architectural  Division  would  be  called  upon  for  assistance  by 
the  Services  Division  whenever  additional  facilities  were  being  con¬ 
sidered  for  any  department.  At  that  time  many  aspects  of  building 
design  would  be  considered,  sketch  plans  prepared  and  building  con¬ 
struction  or  alteration  costs  estimated. 

On  approval  of  a  project  by  City  Council,  detailed  building  plans 
and  specifications  would  be  prepared.  We  recommend  that  in  general 
the  City  Architect  perform  this  work  for  building  alterations  and  im¬ 
provements  and  that  independent  architects  be  engaged  for  this  pur- 
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pose  in  the  case  of  new  buildings.  Where  independent  architects  were 
to  be  engaged,  the  City  Architect  would  recommend  through  the 
Commissioner  of  Parks  and  Property  to  the  Board  of  Control  the  firm 
of  architects  whom  he  believed  best  able  to  perform  the  particular  job. 
The  City  Architect  would  act  for  the  City  to  direct  the  outside  architects 
and  examine  and  approve  their  work.  He  would  provide  them  with  his 
preliminary  notes,  sketch  plans  and  cost  estimates. 

As  noted  in  our  report  on  the  Maintenance  Division,  we  recommend 
that  new  construction  and  major  alteration  work  be  let  to  independent 
contractors  by  tender  and  that  only  minor  alterations  be  performed  by 
the  Maintenance  Division.  Where  independent  contractors  were  to 
be  employed,  the  City  Architect  on  approval  of  City  Council,  would 
call  for  tenders  on  the  basis  of  the  detailed  building  plans  and  speci¬ 
fications  and  a  revised  tender  procedure  is  described  in  our  report  on 
the  City  Clerk’s  Department.  The  City  Architect  would  analyze  the 
tenders  received  and  recommend  one  for  acceptance.  During  the  course 
of  construction  he  would  assign  an  inspector  from  his  division  to 
supervise  the  project,  ensure  that  the  work  was  carried  out  in  accord¬ 
ance  with  the  contract  and  approve  progress  billings. 

Staffing. 

As  described  above,  we  recommend  that  in  general,  outside  archi¬ 
tects  be  engaged  for  the  preparation  of  plans  and  specifications  for 
new  construction  works  and  that  the  City  Architect  be  assigned  this 
work  on  alterations  and  improvements.  The  staff  of  this  division  would 
be  established  on  that  basis.  However,  since  the  volume  of  alteration 
design  work  fluctuates  widely,  the  division  would  be  assigned  some 
minor  new  construction  design  work  from  time  to  time  in  order  to  keep 
the  staff  fully  employed  at  all  times. 
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MAINTENANCE  DIVISION. 

The  Maintenance  Division  would  operate  under  a  Director  of  Main¬ 
tenance,  who  would  be  responsible  to  the  Commissioner  of  Parks  and 
Property. 


DIVISIONAL  DUTIES. 

The  Maintenance  Division  would  be  responsible  for — 

1.  Establishing  uniform  maintenance  standards  for  all  city-owned 
properties ; 

2.  Preparing  an  annual  maintenance  program  in  accordance  with 
the  above  standards; 

3.  Providing  construction,  maintenance,  repair  and  alteration  ser¬ 
vices  for  all  civic  buildings,  recreational  facilities  and  recrea¬ 
tional  equipment; 

4.  Operating  a  central  building  trades  shop. 

The  reasons  for  assigning  these  duties  to  the  Maintenance  Division 
are  discussed  below. 

Establishment  of  uniform  maintenance  standards. 

Because  there  are  several  groups  performing  maintenance  activities 
at  present,  there  are  no  uniform  standards  of  maintenance.  As  a  result 
there  are  wide  variations  in  the  levels  at  which  the  properties  of  differ¬ 
ent  departments  are  maintained.  We  recommend  that  the  Maintenance 
Division  establish  uniform  standards  of  maintenance  in  conjunction 
with  the  Services  Division  and  subject  to  Board  of  Control  approval, 
at  the  level  which  will  be  most  economical  for  the  City,  consistent  with 
satisfactory  appearance  and  employee  working  conditions. 

Preparation  of  maintenance  programs. 

In  order  to  maintain  City  property  at  the  approved  standards  and 
to  provide  a  basis  for  scheduling  the  work  of  the  Maintenance  Division, 
we  recommend  that  an  annual  maintenance  program  be  prepared 
for  all  City-owned  properties  and  included  in  the  department’s  budget 
estimates. 

Provision  of  construction,  maintenance, 

repair  and  alteration  services 

Construction,  maintenance,  repair  and  alteration  work  is  carried 
out  by  the  Property,  Parks,  Buildings,  Works  and  Streets  Departments, 
each  on  its  own  behalf.  The  Property  and  Buildings  Departments  when 
requested  do  such  work  for  all  departments.  In  addition,  the  Welfare 
and  Fire  Departments  operate  minor  repair  facilities.  We  recommend 
that  in  general,  construction  and  important  alteration  work  be  per¬ 
formed  by  tender  by  independent  contractors,  and  that  minor  alterations, 
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and  maintenance  and  repair  work  be  performed  by  the  Maintenance 
Division  of  the  Parks  and  Property  Department. 

The  centralization  of  maintenance  and  repair  operations  in  this 
division  would  produce  the  following  benefits: 

1.  Shops  could  be  united  under  one  control  to  reduce  duplication 
of  personnel,  equipment  and  facilities; 

2.  Greater  flexibility  in  the  use  of  personnel  would  be  obtained  so 
that  non-productive  time  could  be  minimized; 

3.  The  inventory  of  stores  would  be  minimized; 

4.  Uniform  standards  and  programs  of  maintenance  could  be 
established  for  all  City  buildings. 

Operation  of  a  central  shop. 

Many  of  the  benefits  to  be  derived  from  the  centralization  of  repair 
and  maintenance  activities  result  from  combining  shop  facilities  and 
personnel.  We  recommend  therefore,  that  one  main  shop  location  be 
established  to  include  facilities  for  all  of  the  building  trades.  This 
shop  would  operate  under  the  direction  of  a  shop  superintendent.  It 
would  be  supplemented  by  a  few  vehicles  containing  minor  equipment 
and  stores  which  could  operate  to  perform  fast  emergency  repairs  in 
all  areas  of  the  City. 

Under  the  proposed  organization,  only  the  Maintenance  Division  of 
the  Parks  and  Property  Department  would  employ  building  tradesmen 
and  operate  building  trades  shops.  However,  the  services  of  such  trades¬ 
men  and  shops  are  required  occasionally  by  other  departments  for 
purposes  other  than  building  construction  and  repair.  In  order  to 
avoid  a  duplication  of  facilities  and  personnel  in  other  departments,  we 
recommend  that  the  maintenance  Division  perform  all  such  work  on 
work  orders  from  the  Departments  that  require  it. 

In  addition  to  building  maintenance,  the  Property  Department  and 
the  Parks  Department  now  perform  some  road  and  walk  construction. 
The  Works  Department  is  organized  and  has  the  personnel  and  equip¬ 
ment  necessary  to  perform  asphalt  and  concrete  road  and  walk  work. 
Again,  in  order  to  avoid  a  duplication  of  facilities  and  personnel,  we 
recommend  that  the  Works  Department  perform  any  road  or  walk 
construction  which  may  be  required  by  the  Parks  and  Property 
Department  on  work  orders  from  this  department. 

ORGANIZATION. 

The  organization  that  we  propose  for  the  Maintenance  Division  is 
set  out  in  chart  form  on  the  opposite  page. 

RESPONSIBILITIES. 

Responsibilities  under  the  proposed  organization  would  be  assigned 
as  follows: 
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Director  of  Maintenace. 

1.  Exercise  general  supervision  over  the  Maintenance  Division 
through  the  Scheduling  and  Control  Supervisor  and  the  Maintenance 
Operations  Superintendent. 

Scheduling  and  Control  Supervisor. 

1.  Supervise  the  personnel  of  the  Scheduling  and  Control  Section. 

2.  Establish  standards  of  property  maintenance  in  co-operation 
with  the  Services  Division. 

3.  Carry  out  periodic  maintenance  inspections  of  all  City-owned 
properties. 

4.  Plan  maintenance  programs. 

5.  Maintain  cost  data  for  the  Maintenance  Division  for  compari¬ 
son  with  independent  contractors’  prices. 

6.  Assign  construction  and  maintenance  jobs  to  the  Maintenance 
Operations  Section  or  call  for  tenders  for  their  performance. 

7.  Despatch  personnel  from  the  Maintenance  Operations  Section 
to  perform  emergency  repairs. 

8.  Act  for  the  Director  of  Maintenance  during  temporary  absences. 

Maintenance  Operations  Superintendent. 

1.  Exercise  general  supervision  over  the  Maintenance  Operations 
Section  through  the  Shop  Superintendent  and  the  Project  Super¬ 
visors. 

2.  Schedule  the  work  of  the  Maintenance  Operations  Section. 

3.  Assign  construction  repair  and  maintenance  work  to  the  Pro¬ 
ject  Supervisors. 

Shop  Superintendent. 

1.  Supervise  the  operation  of  the  shop  facilities. 

2.  Schedule  shop  operations. 

3.  Provide  cost  estimates  for  all  work  performed. 

4.  Perform  work  on  work  orders  for  the  Project  Supervisors  and 
for  other  divisions  and  departments. 

Project  Supervisors. 

1.  Perform  construction,  repair  and  maintenance  work  on  work 
orders  as  assigned  by  the  Maintenance  Operations  Superinten¬ 
dent,  including — 

(a)  providing  cost  estimates  for  all  work  assigned, 

(b)  scheduling  work, 

(c)  ordering  materials, 

(d)  requisitioning  staff. 
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2.  Supervise  construction,  maintenance  and  repair  staff  through 
foremen. 

3.  Supervise  the  performance  of  repair  and  maintenance  work  by 
independent  contractors  as  assigned  by  the  Maintenance  Opera¬ 
tions  Superintendent. 

RECOMMENDED  PROCEDURES. 

We  recommend  that  the  following  methods  and  procedures  be 
adopted  by  the  Maintenance  Division  in  the  performance  of  the  duties 
described  above. 

Maintenance  inspections. 

The  standards  and  programs  of  maintenance  applied  to  each 
City-owned  property  would  depend  on  its  current  and  forecasted  use 
and  on  its  expected  duration. 

In  order  to  establish  and  operate  maintenance  programs,  the 
Scheduling  and  Control  Section  would  inspect  all  properties  at  acquisi¬ 
tion  and  on  a  periodic  basis  thereafter.  Rented  properties  would  be 
inspected  each  time  the  tenants  change,  as  well. 

In  order  to  ensure  complete  coverage  and  uniformity,  inspections 
would  be  recorded  on  checklists.  Checklists  prepared  on  acquisition 
of  properties  or  changes  in  tenants  would  be  accompanied  by  an  inven¬ 
tory  of  the  furnishings  and  equipment  belonging  to  the  premises. 

Emergency  Repairs. 

The  Scheduling  and  Control  Section  would  despatch  personnel  to 
perform  emergency  repairs  as  well  as  general  maintenance.  In  many 
cases  requests  for  emergency  repairs  would  originate  from  a  member  of 
the  caretaking  staff  of  the  Services  Division.  However,  we  recommend 
that  the  Scheduling  and  Control  Section  respond  directly  to  a  request 
for  emergency  repairs  from  any  responsible  civic  employee  or  tenant. 

Employment  of  Independent  Contractors. 

As  noted  above,  we  recommend  that  construction  and  important 
alteration  work  be  let  by  tender  to  independent  contractors  wherever 
practicable  and  that  the  Maintenance  Division  be  organized,  equipped 
and  staffed  to  perform  minor  alterations  and  repairs  and  maintenance 
only.  We  recommend  further,  that  where  analysis  of  costs  provided  by 
the  Scheduling  and  Control  Section  indicates  that  some  maintenance 
and  repair  activities  can  be  performed  more  economically  by  indepen¬ 
dent  contractors,  these  jobs  be  let  by  tender  as  well.  In  such  cases  the 
contractor  would  be  supervised  by  one  of  the  Project  Supervisors. 
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SERVICES  DIVISION. 

The  Services  Division  would  operate  under  a  Director  of  Services 
who  would  be  responsible  to  the  Commissioner  of  Parks  and  Property. 

DIVISIONAL  DUTIES. 

The  Services  Division  would  be  responsible  for: 

1.  Providing  operating  space  and  related  services  to  all  civic 
departments. 

2.  Assisting  in  the  establishment  of  maintenance  standards  for 
City-owned  properties. 

3.  Renting  city-owned  properties  not  required  for  civic  operations. 

4.  Providing  caretaking  and  building  operation  staffs. 

5.  Providing  telephone  and  switchboard  services. 

6.  Operating  public  weigh  scales  and  lavatories. 

The  reasons  for  assigning  these  duties  to  the  Services  Division 
are  discussed  below: 

Provision  of  operating  space  and  related  services. 

We  recommend  that  the  Parks  and  Property  Department  assume 
control  over  all  city-owned  land  and  buildings  (with  the  exception  of 
street  allowances)  and  become,  in  effect,  the  landlord  for  all  civic 
departments.  The  Services  Division  would  then  be  responsible  for 
allocating  existing  land  and  building  facilities  to  the  various  depart¬ 
ments,  subject  to  Board  of  Control  approval.  It  would  also  be  respons¬ 
ible  for  preparing  the  land  (other  than  street  allowance)  and  building 
portion  of  the  capital  budget  in  order  to  provide  additional  facilities 
when  required. 

At  present,  each  department  determines  and  obtains  its  land  and 
building  requirements  independently  of  the  rest.  Centralization  of  the 
responsibility  for  providing  land  and  building  facilities  would  result 
in  the  following  advantages. 

1.  The  physical  location  of  the  operating  facilities  of  all  depart¬ 
ments  would  be  co-ordinated. 

2.  Civic  requirements  could  be  considered  as  a  whole,  rather 
than  by  departments,  and  overall  priorities  determined. 

3.  Existing  and  proposed  facilities  would  be  used  to  maximum 
advantage  and  the  cost  of  providing  operating  space  minimized. 

4.  Duplication  of  facilities  would  be  avoided. 

We  recommend  that  the  related  services  noted  above  include  not 
only  such  things  as  light,  heat  and  telephone  service,  but  office  furniture 
as  well.  Central  control  over  furniture  would  keep  inventories  at  a 
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minimum,  permit  greater  flexibility  and  help  to  achieve  comparable 
working  conditions  and  standardized  equipment  among  departments. 

Rental  of  city-owned  properties. 

The  Real  Estate  Division  is  responsible  for  the  rental  of  vacant 
lands  owned  but  not  being  used  by  the  city.  The  Property  Department 
is  responsible  for  the  rental  of  buildings  owned  but  not  being  used 
by  the  city.  In  order  to  ensure  that  the  most  advantageous  use  is 
made  of  all  such  civic  assets,  we  recommend  that  the  Services  Division 
assume  the  responsibility  for  all  city-owned  land  and  buildings  not 
currently  required  for  civic  operations. 

Caretaking  and  building  operation. 

We  use  the  term  caretaking  to  mean  cleaning  and  simple  mainten¬ 
ance  activities,  such  as  the  replacement  of  light  bulbs,  which  do  not 
require  trades  skills.  Building  operation,  in  this  context,  requires  the 
provision  of  watchmen,  elevator  operators,  stationary  engineers,  central 
switchboard,  etc.  Office  buildings,  multi-unit  rental  properties,  health, 
welfare,  community  and  playground  centres,  etc.  require  both  care¬ 
taking  and  operating  staffs.  In  yards,  stores,  workshops,  garages, 
firehalls,  etc.  caretaking  is  an  integral  part  of  the  operations  of  the  occu¬ 
pant  and  would  not  be  provided  by  the  Services  Division.  However, 
operating  staffs  are  required  in  some  of  these  locations. 

With  the  exception  of  a  few  office  buildings  and  multi-unit  rental 
properties,  caretaking  and  building  operation  staffs  are  supplied  by  the 
building  occupant.  However,  the  direction  of  caretaking  and  operating 
staffs  is  foreign  to  the  operations  of  most  departments.  In  addition, 
many  of  the  smaller  building  units  do  not  require  full-time  caretaking 
and  operating  staffs.  We  recommend,  therefore,  that  caretaking  and 
operating  staffs  be  provided,  wherever  required,  by  the  Services  Division. 
The  centralization  of  these  responsibilities  should  result  in  a  more  effec¬ 
tive  use  of  manpower  and  better  supervision  of  caretaking  and  operating 
staffs. 

Provision  of  telephone  and  switchboard  services. 

Telephone  and  switchboard  services  are  now  provided  for  depart¬ 
ments  by  the  Property  Department.  In  conjunction  with  the  provision 
of  operating  space  and  related  services,  telephone  service  would  be 
provided  in  all  cases  by  the  Services  Division. 

Public  weigh  scales,  lavatories  and  baths. 

Public  weigh  scales  and  lavatories  are  the  responsibility  of  the 
Property  Department.  We  recommend  that  they  remain  the  responsi¬ 
bility  of  the  Parks  and  Property  Department,  under  the  direction  of  the 
Services  Division.  As  noted  above,  we  recommend  that  the  responsi¬ 
bility  for  public  baths  be  transferred  to  the  Welfare  Department  for 
reasons  outlined  in  our  report  on  that  department. 
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ORGANIZATION. 

The  organization  that  we  propose  for  the  Services  Division  is  set 
out  in  chart  form  on  the  opposite  page. 

Property  Operation. 

We  recommend  that  several  building  superintendents  operate  under 
the  direction  of  the  Property  Operation  Superintendent.  Each  building 
superintendent  would  be  in  charge  of  a  caretaking  and  operating  staff 
and  each  would  be  assigned  the  caretaking  and  building  operation 
responsibilities  for  one  or  more  buildings.  A  large  building  such  as  the 
City  Hall  would  require  one  building  superintendent  and  his  staff 
full-time,  while  another  superintendent  and  his  staff  could  look  after 
several  small  buildings.  Responsibility  for  the  operation  of  each 
public  lavatory  or  weigh  scale  would  be  assigned  to  the  building 
superintendent  responsible  for  the  buildings  nearest  to  it.  It  would  be 
the  responsibility  of  the  Property  Operation  Superintendent  to  compile 
a  list  of  the  properties  for  which  he  would  be  responsible  and  the 
extent  of  his  responsibilities  with  respect  to  each.  He  would  then  deter¬ 
mine  the  number  of  building  superintendents  he  required  and  assign 
the  properties  to  them. 


RESPONSIBILITIES. 

Responsibilities  under  the  proposed  Services  Division  would  be 
assigned  as  follows: 

Director  of  Services. 

1.  Exercise  general  supervision  over  the  Services  Division  through 
the  Property  Control  Supervisor  and  the  Property  Operation 
Superintendent. 

Property  Control  Supervisor. 

1.  Supervise  the  personnel  of  the  Property  Control  Section  through 
the  branch  supervisors. 

2.  Act  for  the  Director  Services  during  temporary  absences. 

Space  Control  Supervisor. 

1.  Supervise  the  personnel  of  the  Space  Control  Branch. 

2.  Provide  operating  space,  furniture,  light,  heat  and  telephone 
service  to  all  civic  departments. 

3.  Ensure  that  the  space  and  facilities  provided  meet  the  require¬ 
ments  of  the  occupants. 

4.  Recommend  amount  and  type  of  insurance  coverage  on  city 
buildings  to  the  Finance  Department. 

5.  Act  for  the  Property  Control  Supervisor  during  temporary 
absences. 


CITY  OF  TORONTO 
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Property  Rental  Supervisor. 

1.  Supervise  the  personnel  of  the  Property  Rental  Branch. 

2.  Rent  city-owned  properties  not  required  for  civic  operations. 

3.  Inspect  rented  properties  periodically. 

Property  Operation  Superintendent. 

1.  Supervise  the  personnel  of  the  Property  Operation  Section 
through  the  Building  Superintendents  and  the  Telephone  Super¬ 
visor. 

Building  Superintendent. 

1.  Supervise  a  staff  of  caretaking  and  operating  personnel. 

2.  Provide  cleaning,  simple  maintenance,  heating,  elevator  and 
watchman  services  to  one  or  more  buildings  as  assigned. 

3.  Operate  weigh  scale  and  lavatory  facilities  as  assigned. 

4.  Request  emergency  repairs  when  required,  from  the  Mainten¬ 
ance  Division. 

Telephone  Supervisor, 

1.  Supervise  the  operation  of  a  central  switchboard. 

2.  Obtain  telephone  service  for  all  departments. 

RECOMMENDED  PROCEDURES. 

We  recommend  that  the  following  methods  and  procedures  be 
adopted  by  the  Services  Division  in  the  performance  of  the  duties  des¬ 
cribed  above. 

Provision  of  operating  space  and  related  services. 

Whenever  a  Department  required  land  or  building  facilities,  it 
would  notify  the  Services  Division.  The  personnel  of  this  Division  would 
co-operate  with  the  personnel  of  the  department  concerned  to  consider 
the  facilities  currently  in  use;  probable  future  requirements  in  the  same 
area;  other  departments’  requirements  in  the  same  area;  the  properties, 
operating  and  surplus,  owned  by  the  city;  the  cost  of  purchasing  new 
property;  the  cost  of  construction  or  alteration;  and  the  cost  of  renting 
facilities. 

In  each  case,  the  Services  Division  would  attempt  to  provide  the 
necessary  facilities  first  by  using  existing  city-owned  land  and 
buildings.  It  would  have  an  appropriation  in  its  annual  operating 
budget,  sufficient  to  permit  it  to  make  minor  alterations  for  this  purpose. 

Where  it  was  found  necessary  to  purchase  or  construct  entirely 
new  facilities  or  to  make  important  alterations  to  existing  facilities,  the 
Services  Division  would  work  with  the  City  Architect  to  prepare  cost 
estimates.  These  estimates  would  be  forwarded  to  the  Budget  Director 
in  the  Finance  Department,  who  would  incorporate  them  into  the  over- 
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all  city  estimates,  and  forward  them  to  the  City  Planning  Board. 
Finally,  they  would  be  presented  for  approval  to  the  Board  of  Control 
by  the  City  Planning  Board,  as  part  of  the  annual  capital  budget. 

In  order  to  produce  more  accurate  costs  for  control  and  comparison 
purposes,  we  recommend  that  each  department  be  charged  by  this 
division  for  the  space  it  occupies.  Property  costs  would  be  accumulated 
first  in  total  as  a  measure  of  the  effectiveness  of  this  division.  They 
then  would  be  charged  to  the  various  departments  at  standard  rates 
based  on  type  of  accommodation  and  location. 

Property  Records. 

In  order  to  discharge  its  responsibities,  the  Services  Division  would 
require  records  of  all  city-owned  land  and  buildings  (other  than  street 
allowances).  It  would  be  notified  of  properties  acquired,  by  the  Real 
Estate  Division  and  the  Enforcement  Branch  of  the  Finance  Depart¬ 
ment.  It  would  inform  the  Real  Estate  Division  of  surplus  properties 
available  for  sale  and  would  assist  that  division  wherever  possible,  in 
disposing  of  such  properties.  The  Real  Estate  Division  would  notify 
the  Services  Division  when  property  sales  were  affected. 

The  Services  Division  would  maintain  records  which  would  include 
the  following  information  for  all  real  properties  owned  or  leased  by 
the  city. 

1.  Properties  owned  and  used  by  the  City  in  its  operations — 

Description  of  physical  location — street  and  lot  number; 

Official  survey; 

Building  construction  plan; 

Building  floor  plan; 

Inventory  of  equipment; 

Caretaking  and  operating  requirements; 

Maintenance  program; 

Insurance  coverage. 

2.  Properties  owned  but  not  currently  being  used  by  the  City  in 

its  operations — 

Description  of  physical  location — street  and  lot  number; 

Official  survey; 

Inventory  of  buildings  and  equipment; 

Caretaking  and  operating  requirements; 

Maintenance  program; 

Insurance  coverage; 

Lease,  if  rented. 

3.  Properties  leased  and  used  by  the  City  in  its  operations — 

Description  of  physical  location — street  and  lot  number; 

Official  survey; 
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Building  floor  plan; 

Inventory  of  City-owned  equipment; 

Caretaking  and  operating  requirements; 

Maintenance  program; 

Lease. 

These  records,  together  with  the  records  which  would  be  kept  by 
the  Accounting  Division  of  the  Finance  Department,  would  provide  all  of 
the  necessary  information  concerning  city-owned  land  and  buildings,  so 
that  it  no  longer  would  be  necessary  for  the  Real  Estate  Division  to 
maintain  records  of  city-owned  real  property. 

OTHER  RECOMMENDATIONS. 


Telephone  Directory. 

During  the  course  of  our  review  of  space  and  facilities,  we  noted 
that  the  layout  of  the  internal  telephone  directory  might  be  improved 
for  easier  reference.  We  suggest  it  be  divided  into  three  parts.  Part 
one  would  list  the  Mayor,  the  members  of  the  Board  of  Control  and  the 
other  members  of  Council  and  would  provide  their  City  Hall  telephone 
numbers  and  if  desirable,  their  outside  business  and  home  numbers. 
Part  two  would  list  the  civic  departments,  boards,  authorities,  etc. 
alphabetically,  and  within  each  department,  the  divisions  and  sections. 
Only  those  at  the  section  head  level  and  above  would  be  included  in  this 
part,  and  would  be  listed  according  to  title  (e.g.  Commissioner  of  Works 
or  Director  of  Services)  with  names,  locations  and  telephone  numbers. 
In  part  three  all  persons  accessible  by  telephone  would  be  listed 
alphabetically  by  name,  regardless  of  department  or  position,  with 
titles,  departments,  locations  and  telephone  numbers. 

Weigh  Scales. 

The  city  operates  eight  public  weigh  scales.  These  are  reasonably 
well  scattered  throughout  the  City.  However,  as  some  receive  infrequent 
use,  we  suggest  that  a  study  be  carried  out  by  the  department  to  deter¬ 
mine  whether  it  is  necessary  to  operate  all  of  the  present  weigh  scales. 

Public  Lavatories. 

The  City  operates  three  public  lavatories,  at  Broadview  Avenue 
and  Queen  Street,  at  Broadview  Avenue  and  Danforth  Avenue,  and  at 
Keele  Street  and  Dundas  Street.  The  salary,  wage,  material  and  supply 
cost  of  these  lavatories  is  approximately  $45,000  per  year.  In  view  of 
the  limited  coverage  of  the  City  area,  the  relatively  poor  location  of  the 
present  facilities  and  the  fact  that  all  gasoline  stations,  restaurants  and 
public  buildings  are  required  to  provide  lavatory  facilities,  we  recom¬ 
mend  that  City  Council  consider  whether  the  expense  is  justified  by  the 
service  rendered. 
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ABATTOIR  DIVISION. 

The  Abottoir  Division  would  operate  under  an  Abattoir  Director 
who  would  be  responsible  to  the  Commissioner  of  Parks  and  Property. 

In  the  present  organization  the  Municipal  Abottoir  operates  as  a 
separate  department  reporting  directly  to  the  Board  of  Control.  The 
primary  functions  of  the  Abattoir  Division  are  the  rental  of  City 
property  and  the  selling  of  a  custom  slaughtering  service.  This  opera¬ 
tion  is  relatively  small  when  compared  to  other  operating  departments. 
As  the  rental  of  City  property  relates  to  the  responsibilities  of  the 
Parks  and  Property  Department,  we  recommend  that  the  Abattoir 
become  a  Division  of  that  Department.  It  will  no  doubt  be  desirable 
to  engage  an  individual  with  experience  in  abattoir  operations  as  the 
head  of  this  division  so  long  as  the  City  chooses  to  provide  this  service. 
However,  the  inclusion  of  this  operation  under  the  Parks  and  Property 
Department  should  provide  adequate  supervision  and  at  the  same  time 
relieve  the  Board  of  Control  of  further  detailed  responsibility. 

In  our  report  on  the  Finance  Department,  we  recommend  that  cost 
studies  be  carried  out  in  some  areas  of  the  civic  administration.  We 
recommend  that  such  a  study  be  carried  out  in  the  Municipal  Abattoir 
in  order  to  provide  a  basis  for  the  rates  charged  by  the  abattoir  for 
various  types  of  slaughtering  and  for  cold  storage  rental. 

We  do  not  recommend  any  other  changes  in  the  organization  or 
procedures  in  the  Municipal  Abattoir,  other  than  those  which  would  be 
inherent  in  our  recommendations  concerning  other  divisions  or  depart¬ 
ments,  such  as  the  Finance  Department. 

RESPONSIBILITIES, 

Abattoir  Director. 

1.  Exercise  general  supervision  over  the  personnel  of  the  Muni¬ 
cipal  Abattoir  through  the  Chief  Clerk,  the  Superintendent  and 
the  Engineer. 

Chief  Clerk. 

1.  Supervise  the  office  staff  and  perform  clerical  duties. 

2.  Assist  the  Abattoir  Director  as  required. 

3.  Act  for  the  Abattoir  Director  during  temporary  absences. 

Superintendent. 

1.  Supervise  the  operation  of  the  killing  floor  and  coolers,  the 
cattle  yards,  the  by-products  group  and  the  cold  storage. 


Engineer. 

1.  Supervise  the  operation  of  the  boiler  room  and  refrigeration, 
and  the  mechanical  maintenance  group. 
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